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ABSTRACT

After a review of the literature relevant to perfance management systems both
over time and across different types of organizetidhis thesis confines its research
to a case study of the development and implementati a performance management
system in a non-governmental organization (NGQ),Rhblic Service Accountability
Monitor (PSAM).

Collation of the relevant data is followed by adadission of the development and
implementation of the performance management sysiethe PSAM over a 5-year
period from 1 June 1999 to 31 May 2004. This isstbered in terms of the PSAM'’s
achievement of commitments to Funders and the coemudevelopment of the
performance management system. Next an analysmagr themes that emerged
from the research, in terms of important itemsdonsideration in the development
and implementation of a performance managemenésyst an NGO, and areas for

possible future improvements to the system is jpitese

After analyzing the relevant information, it becargparent that the performance
management system has no direct bearing on thiéyatifilthe PSAM to achieve its

stated commitment to Funders. However, these sbort-focused expectations of the
performance management system are outweighed bpdsiéve contributions that

have been made by its introduction, specifically te area of training and

development. This important aspect of capacity ding and staff empowerment
speaks to the long term sustainability of the orzgtion.

Although the PSAM’'s performance management systemilergoes continual
improvement, significant inroads have been made pnbviding a sensible, clear and
dynamic solution to the problem of rewarding e#id and effective performance.
The PSAM has indeed benefited from the introductioh the performance
management system in a number of ways. It is evitteat these benefits could be

applicable to other NGOs.
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CHAPTER 1: INTRODUCTION

1.1 Background

Despite many authors’ (Brown & Armstrong, 1999; Badn & Vos, 2001; Furnham,
2004; Hazard, 2004; Institute of Management & Adsimtion (IOMA), 2004)
criticisms and concerns regarding the efficacy effgrmance management systems,
it is acknowledged (Viedge, 2003), in the Westsaonld, that these systems can and
do make a useful contribution to the efficiency afiéctiveness of an organization.
Since their earliest beginnings as mere performapgeaisal systems, they are now
widely incorporated into an organizations overalat®gic planning and assist with
the achievement of organizational objectives. Rerémce management systems have
become more important in recent years because ‘peasabe they in the public or
private sector, are under constant pressure toowepithe performance of their
organizations” (Holloway, Francis & Hinton, 199%13. Much literature is available
on the necessity of performance management systemthe large corporate
organization. Over time however, there has beenirmmease in the use of
performance management systems in sectors sudte gaiblic sector (Curtis, 1999;
Hoque, Arends & Alexander, 2004; Radnor & McGuig§04; SA Government,
2004) and the academic sector (Kapp, 2001). Thaseelren been some movement
towards the incorporation of performance managersgatems in the larger non-
profit sector (Andrew, 2004). Noticeably howevewnah of the information available
regarding the usefulness of the performance managesystem relates to large

corporations.

This study intends to broaden the field for theeptil use of tailored performance
management systems in other environments, pantigutathis instance a small non-
governmental organization (NGO), the Public Servigecountability Monitor
(PSAM).

1.2 The PSAM
The PSAM is a small unit based at Rhodes Universityich advocates for good
governance and transparency by monitoring corrapiod maladministration in the

Eastern Cape Province, South Africa. The PSAM tanse different projects within



the unit — Performance Monitoring (which monitorise t performance of the
government in accordance with their service dejiveromises), Case Monitoring
(which maintains a database of reported cases whim®mn, and reports on any
corrective action taken against perpetrators) angRights (which is a website
designed to assist civil society to register theomplaints and monitor the

governments response to these complaints).

1.2.1 Adopting a Performance Management Approach

The PSAM was initiated in 1999 by the current Dioec Colm Allan, with the
services of a single researcher. Mr. Allan alsotremted the services of a skilled
Information Technology consultant to begin work tre design of the PSAM
databases and websites. Initially part of the depant of Sociology (where Mr. Allan
was a lecturer), in 2000 the PSAM moved into ithaMfice space, and was formally
launched in September of 2000. By early 2001, thredor had noted difficulties in
motivating his employees to achieve the results tha PSAM had promised to
Funders. At the time, staff (largely researchersyaror less supervised themselves.
As the PSAM grew, the problem of not meeting commeitts to Funders was
exacerbated and during 2001 the Director instituledVork Reporting system,
whereby each staff member was required to fill idadly time sheet on an internal
database and submit it weekly to the Director. T¥as supported by a weekly plan in
which the staff noted what they would be doinghe tveek ahead. This system did
not seem to have the desired effect of enablind®®A&M to deliver more effectively
on commitments to Funders through focusing theresfiof the staff, and by the end of
2001, the Director had hired external consultamtdavelop and implement a generic

performance management system for the PSAM.

Once this system had been initiated, with the citastis setting up a performance
management cycle, a disciplinary and grievancequhoe, and job profiles for the
existing jobs within the organization, the Directored a Human Resource (HR)
Advisor (the researcher) on a contract basis, toitoothe system and to report on its
effectiveness. It became apparent that more tineglet to be spent on the system,
particularly on developing it specifically for tiRSAM and in September of 2001 the

permanent position of Office Manager (including tHB Advisor component) was



created. Since then many changes and improvenettie performance management
system have been made. Throughout the processptérimenting and maintaining an
effective performance management system constassessment of the system has
been necessary. It has had to change with the n#fettee individual and of the
organization, as well as in response to the extemaronment. These developments
and improvements to the performance managemerarsysill be discussed in more
detail in section 4.1, whilst section 4.2 provigethematic description of the issues

faced during the development and implementatiorsg@ha

The PSAM case will highlight potential problems admehefits associated with the
development and implementation of performance mamagt systems in other
NGOs. This advice will be presented as part of @,

1.2.2 The Role of Funders

Although the PSAM is housed and hosted by Rhoddsdisity, and was initiated

with seed money from the University, PSAM has beatirely reliant on external

funding since the initial grant from Rhodes in gdr®99. Prior to its official launch in

September 2000 the PSAM operated under the auspicegrivate research project
within the Department of Sociology at Rhodes Ursigr initiated by the Director.

Currently, the Director invests a considerable amhaef time attracting Funders’
attention, and to date has raised approximatelyritigon. His ability to attract and

retain this level of funding is obviously impactegon by the ability of the PSAM to

achieve stated objectives and contribute to thégar of the Funders.

Since its inception the PSAM has received monemfeovariety of Funders including
initially, Transparency International, the FriediricNaumann Foundation, Anglo
American and the Ford Foundation (FF) in 1999. Oweeinitial funding contracts
were fulfilled, FF offered a further one year fumglicycle, and another organization,
the Open Society Foundation (OSF), also becameAHSunder in 2001. Since then
FF and OSF have been the staple Funder’s of theVR84th FF working in 3-year
funding cycles and the OSF in 1-year periods.

Funding cycles since inception include the follogvin



Rhodes University: Seed money, early 1999
Transparency International: 1 June 1999 to 30eBaber 1999
Friedrich Naumann Foundation: 1 June 1999 to&fieSnber 2000
Anglo American: 1 June 1999 to 31 May 2000
Ford Foundation: 1 June 1999 to 31 May 2000

1 June 2000 to 31 May 2001

1 October 2002 to 30 September 2004

1 October 2004 to 30 September 2007
Open Society Foundation: 1 June 2001 to 31 May 200

1 June 2002 to 31 May 2003

1 June 2003 to 31 May 2004

1 June 2004 to 31 May 2005

A chronological review of all funding proposals arebort backs is presented in

section 4.1.

1.3 Research Objectives

The goal of the research is to describe and analyee development and

implementation of a performance management systeami NGO, specifically the

PSAM, from its inception to date. This is primarityenable the PSAM to review and
consider all aspects of the performance managesystem, in order to revise where

necessary and to improve overall achievement otiéxsh objectives by the PSAM.

The following research objectives have been defined

e Describe the development of the PSAM in terms sfathievement of Funder’s
objectives,

« Describe the development and implementation of geeformance management
system.

* Analyze the development and implementation of teefggmance management
system.

» Assess potential areas for future development ef BBAM’s performance
management system

These objectives and the main purpose of the rels&al be addressed in Chapter 4.



Other concomitant purposes of the research are to:

* Advise on areas for consideration in the develognam implementation of
performance management systems for NGOs and,

» Advise on the potential pitfalls and benefits offpemance management systems

to other NGOs wishing to run efficiently and efigety.

Advice for NGOs is presented as part of Chapter 5.

1.4 Thesis Outline

The study is divided into five Chapters which ird#y after this introductory chapter,
Chapter 2, which is a review of the literature tiag to performance management,
Chapter 3, in which the research methodology isritesd, Chapter 4, which provides
a detailed chronology of results obtained from B#AM and an analysis of these
results in terms of the literature presented, ahdpfer 5, which contains conclusions

and recommendations for further study.



CHAPTER 2: PERFORMANCE MANAGEMENT THROUGH THE
AGES

This chapter provides an outline of performance agement, in terms of its
historical context, purpose and criticisms, as veallan initial consideration of its
applicability to non-corporate organizations. Thssfollowed by a discussion of
developmental issues, a review of the componentsrofeffective performance
management system and an example of the successflementation of a

performance management system.

2.1 Performance Management

In this section an overview of performance managenme presented. Firstly, a
historical perspective provides background infororat on the evolution of
performance management from its primitive origifisereafter, the main purposes of
performance management and the many and variedisitis thereof are discussed.
Because this study is focused on an NGO, thislisWed by an introduction to the

applicability of performance management in a norpomte environment.

2.1.1 The Historical Context of Performance Manageent

Performance management has been a necessary pagaaizational life for as long

as there have been organizations. The ancient Eggphad to ‘encourage’ their
workers to build the great pyramids — and, unwgfn they utilized performance

management systems to do so. Their system revalmthd whipping those workers
who did not perform as required, to achieve theialg. This worked effectively for

them as evidenced by the splendid pyramids that that. There is evidence that
other ancient civilizations such as Rome and ADn@halso had performance
management systems (Furnham, 2004). However, ower &s our understanding of
human nature and the environment in which we éxastchanged, the importance of
managing performance to align individual goals toc@nmon vision has been

recognized as being vital to an organization’s easc The necessity of an effective

holistic performance measurement and appraisadisysherefore, became apparent.



For the purposes of this case study the authodiséiaguished between performance
measurement and performance management. Confugiegigrmance management
can be applied to either organizational performamcendividual performance, and
the terms performance measurement and performaaceagament are often used
interchangeably. In this instance performance nreasent has been used to describe
the “act of measuring the performance” (Radnor &Quae: 2004, 246) which is
usually at an organizational or organizational bess unit level, and performance
management is used to mean a system that “aimsatd to the ‘outcome’ measure
using it in order to manage the performance” (RaghdcGuire: 2004, 246) which

is usually at an individual level. It has been wotlkeat performance measurement as
we know it now can be recognized as having startetle mid 1800’s with the cost
and management accounting profession (Radnor & MeGR004). This came about
due to recognition that tasks that occurred wittiese, mainly industrialized,
organizations could be measured in terms of the taken to perform a task as well
as the budget required to perform the task. Pedoom measurement was not
necessarily linked to individual performance apgmhibut rather to assessing the
profitability of the organization as a whole. Penfi@ance measurement could be seen
to be concentrated simply on measuring specifitviies, rather than measuring
them with the aim of providing support and factiitg improved performance, as is
the case with performance management (Radnor & Me(z2004). Performance
measurement seems to have been quite a clearauoedbr businesses to implement
for two reasons — firstly, it was driven by the tt@emd management accounting
profession with their focus on measuring finanangicators, particularly in terms of
direct labour costs and direct material costs (We@regory & Platts, 1995) and

secondly, because it is easier to measure perfaarthan to manage it.

After much work from the cost and management sideefining the available
measures (resulting in the introduction of activitgsed costing (abc) in the mid
1980’s (Cooper, cited in Neest al, 1995)) and from the financial accounting side in
terms of measures such as Return on Investment) @&@IReturn on Equity (ROE),
it became clear that accounting indicators on tl&mn were not necessarily clear
predictors of the success or failure of an orgdiuma By the early 1980’s the

growing trend to move away from viewing capital eissas the most important to



understanding that intellectual or human capitalidde the way of the future, had
been identified (Peters & Waterman, 1995). Thosepamies that had a strong belief
in their people, not necessarily only their finaéndicators, were turning out to be
the top companies. Examples of such companies warildewlett-Packard with their
‘the HP way’, which included mutual trust and caoleince expressed in terms of, for
instance, their flexible working hours and open rdpolicy (Peters & Waterman,
1995), and Disney’s description of staff as ‘castnmbers’ with all staff being
recognized on a first name basis from the Presidewn, and all staff being part of
‘the show’ (Peters & Waterman, 1995). These examgleow how working with
people was infiltrating to the very core of a comipa internal operations and how

this commitment was reaping rewards in terms otctirapanies’ bottom line.

By the mid to late 1980’s traditional organizatibrigerformance measurement
systems had many critics (Neely, 1999). For exampkeems that a focus on purely
accounting performance measure might have promatedlture of short-termism
(Neely et al., 1995) resulting in managers trying to achieve feiahntargets to meet
their performance measurement objectives, at therese of long-term sustainability.
It was at around this time that Kaplan & Norton 429 developed and proposed a
balanced scorecard to include the measurementfitors other than financial ones.
They proposed four areas of importance includingritial but in addition, customer,
internal business processes and learning and gravatsy felt that these provided a
more holistic picture of an organizations’ performoa. Kaplan & Norton (1996) then
postulated that these scorecards could then bediné and be drivers of strategy.
They maintained an ultimate focus on financial otes, though, saying “ultimately,
causal paths from all measures on a Scorecard dshoel linked to financial
objectives” (Kaplan & Norton, 1996:15).

Performance management as a more holistic compéasanement and management
system arose out of a combination of performangeagals (which have been noted
by Furnham (2004: 83) as early as being “in botltaBr and America in the

eighteenth and nineteenth centuries”) and of perémce measurement systems.
According to Furnham (2004: 84) “by the 1950s inékima and the 1960s in Europe,

around a half to two-thirds of bigger companies Bathe performance appraisals



process”, and since then this has increased furtbeganizations performance
management systems were becoming increasingly esmialking factors other than
financial indicators into consideration and wemned at the long-term sustainability
of the organization. Since the mid-1990’'s there bagn a marked increase in
research of both an academic and a practical néfin@pe & Beasley, 2004; Neely,
1999) into the areas of organizational performamsasurement and performance

management of both the organization as well agmthigidual.

There are many reasons for the current trend tosfoo performance management as
a whole. As our society changes and these charegesrie apparent, it is clear that to
be a successful organization requires some formedsurement system. To ensure
that the results of these measures are managedngmdved upon, performance
management needs to be in everyday organizatidealn many ways it is a natural
progression of our understanding from the imporaoft performance measurement
to the philosophy of performance management. |b asises because of the
environment in which we are operating, with itsuiswn ‘living your best life’ and
‘being all that you can be’ and the trend towardf smprovement/development,
emotional intelligence (Goleman, 1996), a knowledgmnomy with knowledge
workers (Tobin, 1998) and transformational leadg@tsllriegel, Jackson, Slocum,

Staude, Amos, Klopper, Louw & Oosthuizen, 2001).

Perhaps because of these changes, individuals @ahipations have learned the
importance of the role of people in an organizatiand how the success of the
organization depends on its people. The shift indset from “organization man to
individualized corporation” (Bartlett & Ghoshal, 9% 133) has resulted in a situation
where an organizations people are its greatestsad3erformance management in
today’s knowledge economy is a vastly importanttesysthat contributes to the
success of an organization in finding and retairting right people, training and
developing these individuals to realize their ane drganizations full potential, and
as a system of evaluating and rewarding individwathin the organization. In fact

the ‘old’ way of operating and the ‘Organization Manodel (Bartlett & Ghoshal,

1995) are not able to achieve the results requicedsuccess in our constantly

changing world. In the ‘old’ way, according to Batt & Ghoshal (1995: 134)
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“workers’ tasks were well defined, measured, andtradled. With the objective of
making people as consistent, reliable, and efficeenthe machines they supported”.
This meant that systems and procedures in place designed to control workers.
However, employees are individuals and this typdooded system neither brought
out the best in individuals nor fostered employeativation and commitment. As
noted by Maritz (1995) it is underlying culturalpgorts that provide a basis for
excellent performance by an individual within amgamization. A high performance
culture facilitates and rewards potential throughtdrs such as a strong system of
values and a credible leadership. Today’s perfoomananagement systems are more
refined and are based on the understanding thatyth@mic, creative employees that
an organization desires and requires today caneditted in to a one-size-fits-all
model.

“The new paradigm recognizes that, as suggestdtidogcience of chaos theory, we
live in a complex world characterized by randomresd uncertainty and that small
events often have massive and far-reaching conseqsé(Daft, 1999:9). It is being

realized that a synergistic solution can be gaifrech discussions with different

minded people, that teamwork and collaborationgase productivity and efficiency

and that doing the right things right, is criticalhere is a move towards a
management philosophy that encourages a sensepafgay a partnership with people
and a variety of processes that empower and etiabdlpeople to accomplish creative
and competitive results. Bartlett & Ghoshal (1994:8um this up as “creating an
organization with which members can identify, inieththey share a sense of pride,
and to which they are willing to commit”.

Because of the turbulent and volatile, technoldlyidaased, global society, many
organizational attributes that were once considemudpetitive advantages are now
easily eroded. Competitive advantages have thes téibeing hard to copy, durable,
competitively superior, not having an available gitbte and not being appropriated
(Collis & Montgomery, 1995). Many organizations ndeel that their people can
provide that competitive advantage. The importamiceecognizing that successful
organizations are those that are able to keep abke#te competition, i.e. that are

continuously able to produce sustainable growthhmfve average returns, now often
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depends on the ability of the organization to atteand retain high calibre knowledge
workers (Staude, 2002). Due to the realization peaple are the most valuable asset
to an organization, the importance of performan@magement has been pushed to

the fore.

2.1.2 The Purpose of Performance Management

Performance Management encompasses all those sspéchuman resources
management that are designed to improve the efigiand effectiveness of both the
individual and the organization. Brown & Armstro(f999) consider performance
management to be anything that an organization dwesmprove its total
performance. They postulate that it has four prymawurposes. Performance
Management assists organizations in providing aisbder managing both
organization and employee expectations. This ige&eld by enabling individuals and
organizations to clarify the nature of the psychatal contract (Argyris, 1960;
Schein, 1970) between them. It also aims to proaifflamework which facilitates the
integration of corporate and individual objectivbeginning with the communication
and integration of the organizations core valuesfdPmance management systems
aim to motivate towards established and clearlyroomicated expectations, and also,
to provide a developmental process for the orgdinizeby setting guidelines that

assist in establishing future needs and outcomes.

A performance management system typically involitee setting of performance
objectives, the measurement of performance agaihsise objectives, the
identification of developmental support and a revigocess to develop performance
and subsequent objectives” (Brewster, Carey, Dayl@robler, Holland & Warnich,
2003: 261). The performance management system iwwag of providing a
measurement of the performance of the organizative,team and the individual
through a variety of performance measurement teciesi (Price, 2000). As has
already been shown, the performance managememnsydtpends on performance
measurement, but has a wider role in evaluating @ewkloping individuals to
encourage improved performance results, and asgistimanaging for these results.
Later in this chapter, performance measurement p&dormance management

systems will be considered in more detalil.
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Bennett & Minty (cited in Nel, Gerber, van Dyk, Hdmoek, Schultz, Sono &
Werner, 2002: 516) argue that there are “three mpjoposes of performance
management:

* itis a process for strategy implementation

* itis avehicle for culture change

* it provides input to other human resources systasmsh as development and

remuneration”

From the above definitions, the main purpose offgperance management in
organizations can be seen to be to enhance thevachents both of the organization
and the individual. Performance management sysamsconcerned not only with
what is achieved but also withow it is achieved” (Price, 2000: 177). All effective
generic performance management systems have cespanific components in
common, without which the system would be ineffextiThese are the principle steps
that must be implemented to ensure the effectivectfoning of the system.
According to Price (2000:181) “in every case, difexr performance management
requires an organization to do three things well

» Define the characteristics of good — as opposedawerage or bad —

performance

» Facilitate employees to perform well by removingtalsles

* Encourage performance through reward, praise ongtion”

The main reason for having a performance manageBystém in operation in an
organization is proposed by Armstrong & Baron @ite Price, 2000) as being that
people perform best when they know what is expeofethem and have helped in
setting the expectations. People are better abjgetform and realize expectations
that are set within their capability levels, andthivi a supportive organizational
structure (i.e. they have access to resources miding where necessary). A
performance management system provides a commiamcahannel that can

motivate staff and improve their attainment of ehjes through the use of reward-
based systems. These systems, if implemented ielladesigned and fair manner,
can be empowerers and enablers, making the differdmetween an average

organization and an excellent one, through theofisiee all important asset: people.
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2.1.3 Criticisms of Performance Management

A number of authors (Brown & Armstrong, 1999; Ra@den& Vos, 2001;Furnham,
2004; Hazard, 2004; IOMA, 2004) have levelled cistns at performance
management systems including, amongst other thisgdf demotivation, unfair

application, too subjective, unclear, unethical aeqd/ time consuming.

Another noted criticism of performance managemgstesns is that although it might
be easy to devise a good performance managemecggsr@n paper, the reality of
that system might be vastly different, and it migigtually be very difficult to

implement (Brown & Armstrong, 1999; Furnham, 200B&rformance appraisals, as
part of the performance management system, careée t® be time-wasting and
having no value as the information received durthg appraisals is just filed

afterwards and not utilized fully (Alfred & Pottet995; Rademan & Vos, 2001) —
that is, the theory behind the system might beveglebut in practice it does not work

effectively.

Performance management systems need to be develtgrepethical lines (Brown &
Armstrong, 1999; Rademan & Vos, 2001). Brown & Atrarg (1999) propose an
ethical framework that should be considered in designing of a performance
management system. Items such as “(1) respedhdandividual, (2) mutual respect,
(3) transparency of decision-making and (4) procalddairness” (Brown &
Armstrong, 1999: 263) need to be adhered to. Tlnécat component is very
important, particularly given the reliance on thhegement of the appraiser, and the
relationship between the appraisee and appraises. dn issue that the appraiser
comes with their own set of biases, and judgemgstems, which affects the
outcome of the appraisal. In fact, higher than agerratings can be attributed to
factors such as preserving morale, avoiding comdition, and the perceived image of
the management of an underrated department (P0&). Alfred & Potter (1995)
and Rademan & Vos (2001) similarly noted that aspe's appraisal could be
subjective (i.e. based on the relationship betwienperson interviewing and the
person being interviewed). According to Petting®02: 28) issues also “arise when
the appraiser-appraisee relationship is not hooest,the scheme is known, believed

or perceived to be a bureaucratic or punitive a@gefc
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Because performance management systems are impgkzin@n many reasons they
are often overburdened with expectations. If thasoe for the performance
management system is to reward individuals, thaff still expect their pay to be
linked to their performance. Senior staff might b#d that the performance
management system will enable them to identify avake provision for achievers
and underperformers. They will expect that the esysis able to assist them in
making these identifications. Directors might fé®t the performance management
system will improve organizational effectivenessd awill then expect it to do so.
Whilst a performance management system can do fathese things, the main
purpose of the system must be clearly stated andmmicated within the
organization. Links to pay, succession planninggaaizational strategy and
performance and many others (Furnham, 2004, Isthany as 16 different reasons
for implementing a performance management systeust tme made clear, but users
of these systems must be wary of relying on perémree management systems to do
everything as systems can become overloaded andettpectations can not always
be met (Murphy and Cleveland, 1995; Pettinger, 2002

Despite the fact that these performance managenssstems are utilised almost
universally (Furnham, 2004), there are many andedaeriticisms of these systems.
To give a performance management system a faircehah success there must be
management buy in and support from the top managermbke system in place must
be developed ethically, implemented fairly and aataly and its expectations must
be effectively communicated to all concerned. Ihéxessary to use the information
collected and to feedback to staff. The data frbesé systems can primarily be used
for two main purposes — either to develop peopleuph training or to evaluate
people’s performance (Fischer, 1997). The perfoceamanagement system must
clearly reward behaviours and achievements thaia#lgtcontribute to the improved
efficiency and effectiveness of the organizatidnst playing both an evaluative and
developmental role. Systems must be ‘living docusidare. they must be adaptable,
particularly in our turbulent rapidly changing emnment and with the advent of the

knowledge worker (Tobin, 1998).
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2.1.4 Performance Management in Non-Corporate Orgamations

Much of the relevant literature discussed thusddrased on information gathered in,
and applicable to, corporate environments. It iglewt from the initial focus on
performance measures from the cost and managemenirding perspective, that the
initial performance measurement and indeed, eveonpeance management systems,
were designed to measure success in terms ofabihtiy. Even when it became clear
that a more balanced approach was necessary, fonpde the balanced scorecard
(Kaplan & Norton, 1992), the reason was ultimat@yimprove financial business
results. Because the performance in non-corporateromments is not usually
focused on the profit objective, performance meas@nt systems did not easily
translate from a corporate to a non-corporate enuient. The same cannot be said
for performance management. Since non-corporatantgtions are made up of a
group of individuals aiming to achieve specificgits (perhaps improved service
delivery within the public sector, more researctblpations within an academic
department or better monitoring of public servieéwery by an NGO), often within a

set budget, a system for managing individuals withe organization is very relevant.

A non-corporate environment is therefore, not nemely that different from a
corporate environment. Despite the fact that rdon d’etreis unlikely to be to
make a profit, the organization will still include number of individuals working
together to achieve an organizational goal. Fomgte, although the details of the
psychological contract (Argyris, 1960; Schein, 19T0ight vary from that of a
corporate environment, there will still be a psylogacal contact. In the public sector
for example, significance is attached to efficiantd effective service delivery and
spending. It has been postulated (Radnor & McGzio@4) that there are no specific
reasons identified indicating that performance rgangent systems cannot be applied
in the public sector. And in fact, the South Afric&overnment White Paper on
Human Resource Management in the Public Servic@7(l@cludes a subsection on
performance management specifically encouraginguses in Government. Despite
profitability and financial measures not being usg@kerformance indicators in NGOs,
provided there are measurable indicators, it se#ras performance management
systems are becoming recognized as being valuablact in many countries such as
South Africa (South African Government, 1997), 8int (Furnham, 2004) and
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Australia (Hoqueet al., 2004), there is legislation governing the implemagoh of

performance management systems in the public sector

Similarly in the academic arena i.e. Higher Edwgatiprofitability is not the key

performance indicator. In drafting a successfufgrerance management policy in an
organizational context where the bottom-line is tia focus of performance, the
relevant performance criteria need to be objectigthted and clearly communicated.
The performance appraisal is an important aspecpeformance management

system, particularly in terms of communication.

It has been noted (Fischer, 1997) that the reakwngerformance appraisal can be
considered twofold. They can have an evaluativetgls in they can retrospectively
consider performance for the purpose of evaluatiagainst a standard or norm and
awarding monetary rewards in the form of increasbamuses from the outcome) or
developmental (i.e., they focus on the unique pekaevelopment plan of the
individual and are attuned to individual’'s needd arants, most rewards being non-
monetary). It is becoming accepted that performame@magement systems (which
include performance appraisals), are a necessitypragressive universities (Kapp,
2001). Neely (1999: 212) gives an example of acacl@mtitutions where one of the
research performance indicators was number of fpalibns per research-active
member”. As institutions realized that they couldrease their share of the budget by
producing papers, many more papers were producddd@seminated, and targets
were met. What was noted however was that the tguafi the papers was not
necessarily as rigorous as it could have beeretling new targets, the quality of the
papers was incorporated into the performance tarfietls might have read, for
example, the number of publications in internatignaiecognised journals, per

research-active member.

NGOs also fall outside of the corporate, profitking sector. Historically, the

undesirable perception of many NGOs is that theyran-performers. Bearing in
mind that it is becoming apparent that performamegagement systems have their
place in other non-corporate settings as descriéueolve, it appears as if their

relevance in the NGO sector should be determinetalily, it seems that many large,
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international NGOs such as the Red Cross SociegutS and Guides, and The Duke
of Edinburgh’s International Award Association haperformance management

systems in place (Andrew, 2004).

Organizational culture within the non-governmensdctor also needs to be
considered. Daft (2004:361), defines culture a® “tet of values, norms, guiding
beliefs, and understandings that is shared by mesmifean organization”. Because
many NGOs are initiated from an altruistic motitleey have “relied upon high moral
purpose, good will, hard work, and common sensenaite them successful. Until
recently the application of effective managemenhmggues, and in some instances
even the acquisition of technical competence, ldshaen seen as relevant to their
purposes” (Korten cited in Lewis, 2001: 84). Théue is often fluid and focused on
the cause rather than the procedures and systesassagy to achieve organizational
goals. It means that employees are often enthicsisbut their work and motivated
by it (Drucker, 1994), but as a cohesive unit wogkiogether towards a common
goal, the NGO often lacks systems that would endlle have more of an impact.
Lewis (2001: 85) however, also notes the tenderfcgome NGOs to “import the
latest management techniques (usually from theafgisector) in an attempt to
address organizational problems through the apgpicaf a managerialist quick fix”.
Whilst it is evident that an NGO as an organizatdrindividuals working towards
organizational goals can benefit from certain pcast that originate in the private
sector, it is not necessary to try each and evasgipg management fad, or to assume
that each tool will work in each organization. G{@902:37), for example, concludes
that the KPI method can be used to achieve “valueroney initiatives in the public

sector”, but other management techniques mighbeats transferable.

2.2 The Development of an Organization’s Performare Management
System

The following section provides insight into botletreasons for the development of a

performance management system within an organizatiad highlights important

aspects for consideration in the development adfréfopmance management system. It

begins by noting some of the various approachasctrabe utilized in deciding what
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type of organizational performance management syst best suited to your

organization.

2.2.1 Approaches Applicable to Developing a Perforeamce Management

System
Over the period of the last 20 years a numberavhéworks have been presented that
are aimed at assisting organizations to develop anglement performance
management systems within their organizations. okotlg, selected relevant
frameworks are considered, each representing diffeways of perceiving a
performance management system. This will ultimat#igct the development and

design of the performance management system ta gaitticular organization.

a) Balanced Scorecard

The balanced scorecard (Kaplan & Norton, 1996pnis framework for performance
management that is often utilized by organizatidsperformance scorecard is a
selected set of measures that provides a balancddtimely view of business
performance specific to an area of responsibilif{¢hang & Morgan, 2000: 9).
Despite the fact that the concept of the balanagesard was developed as an
organizational performance management systemniatso be filtered down through
the organization, providing a departmental balanesatecard, or one for a unit or
team, or even for an individual. In fact, Robertltétn of The Chatfield Group
consulting firm (cited in IOMA, 2004: 4) says “whemganizations adopt a strategic
scorecard, the intent is to create excitement aminutment, communicate a shared
vision, stretch aspirations and risk-taking, an@vpge every employee with a
scorecard”. Chang & Morgan (2000) introduce thecemt of ‘cascading’ where the
goals and objectives of the organization cascadeindeéhrough the various
organizational levels, ending with individual batad scorecards that are linked to the

original strategic plans of the organization, asosg in Figure 1.
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Figure 1: The Performance Scorecard Management Cvel

6 Confirm 1 Collect
5 Connect ﬁ B 2 Create

4 Cascade 3 Cultivate

Source: Chang & Morgan, 2000: xxiv.

Chang & Morgan (2000) use the diagram shown in fféiguto reflect the continuous
nature of the performance scorecard. Beginning wWith collection of information
from the strategic goals of the organization, atifteoimportant business goals, the
scorecard is then created based on a variety ofrésyits areas (such as financial
success or employee development). Once createdscinvecard is cultivated, by
monitoring on an ongoing basis the usefulness @ftdingets you have set. These can
be refined through a review process. The procedtires need to cascade down
through the organization, enabling the establistirnéscorecards for departments or
teams that are in line with the overall scorecdaishe various performance areas.
These are in turn, connected to individuals withia organization in the form of their
individual performance plans and assistance angastijin the achievement of their
performance targets, through coaching and coungelliime should then be spent

confirming (validating) the effectiveness of theaseres. During the process outlined



20

above, the links between the various performancasores become clear, and it is

easier to see how movement in one area affectig@sanother.

This cycle is intended to be continuously impleredntresulting in a continual
improvement in organizational effectiveness. Ineortbr this type of performance
management system to work effectively, senior mamsnt must be involved in the
‘collect’ (ensuring the collection of relevant imfoation to form the basis for setting
strategically sound goals and objectives) and tefddesigning the balance scorecard
to accurately measure the correct performance tgrgdases. This is because they
are required to assist in the initial setting offpenance areas (i.e. identifying which
areas need to be measured), and to motivate otarte support and utilize the

system.

Kaplan & Norton (1996:3) state that “the balancedrecard provides executives with
a comprehensive framework that can translate a aogip vision and strategy into a
coherent and linked set of performance measurdsty believe that the balanced
scorecard reflects a common vision for the futuréne organization, that it provides
a general guide to those areas of the organizatig@rformance that require
commitment in the interest of long term sustainghiland that it encourages a

‘learning organization’.

Other approaches to be discussed include the KefprRence Indicators (KPIs)
approach and the Management by Objectives (MBOj)oa.

b) Key Performance Indicators (KPIs)

KPIs can be defined as “quantifiable measuremewgiged to beforehand, that reflect
the critical success factors of an organizationeyTill differ depending on the
organization” (Reh, date not available (a): 1)islimportant that the KPIs that are
chosen by the organization are specifically desigteehelp focus the organization
(through its employees) on what it needs to dormento succeed. In fact Bauer
(2004:64) notes that “KPIs must emanate from tls&owi level and cascade through

the organization” as shown in Figure 2.
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Figure 2: The Strateqgic Alignment Pyramid

Vision -What do we want to be in the

)ésx future?

Strategy- How do we intend to
Strategy . ..
accomplish our vision?

Objectives Objectives - What must we complete to

move forward?

Critical Success Factors
CSFs - What areas must we focus on to

' . i
Key Performance Indicators achieve our vision?

KPIs - What are our metric indicators of
Key Action Initiatives success?

KAls- What action programs will

achieve our performance goals?

Source: Bauer, 2004: 63

KPIs need to be measurable, so it is necessarg #P| to be clearly defined, and
then to be defined the same way over a number afsye& order to perform
comparisons between years measured. Once KPIs lmen established,
measurement is focused on targets for each KPlekample, if a KPI is set out as
being ‘number of new clients’, then a target cooddwritten as ‘a 5% increase in the
number of new clients by the end of the financiahry. This, providing there is
accurate data available for collection of the stas on new client retention rates,
provides a benchmark for future improvements os K®l. Because there are many
things that are measurable in an organizationeasy to get sidetracked by those that
are not critical success factors. However for a ttFhake an impact on the long term
sustainability of the organization, only criticalceess factors should be considered
for this purpose. Bauer (2004: 63) notes that td&la of the wrong KPIs can result

in counterproductive behaviour and suboptimizedltss
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Reh (date not available (b)) also notes that oneasorable KPIs have been defined,
the organization is in a position to use them innalividual’s performance agreement
as part of a performance management system. Theybeautilized as a reward
indicator and a motivator. As a clearly defined gar with predetermined
measurement criteria, it becomes a small tasknto thhe attainment of targets into
your performance appraisal. The performance apgrass the method that the
organization utilizes to evaluate and reward thefopmance of the individual
employees within its organization. If KPIs have eet at an organizational or team
level, it is possible to clearly define the indivals’ tasks that need to be
accomplished. It then becomes inherent in the padace management system that
you are rewarding the attainment of organizatigualls, through the achievement of
KPIs. It sets clear expectations for staff and camicates the importance of the
KPIs.

¢) Management By Objectives (MBO)

This theory was put forward initially by Drucker9@1), and is a “technique aimed at
tying performance ratings to unambiguous, measeradohd relevant personal
objectives” (Price, 2000: 187). What occurs in ghggpes of systems is that realistic
goals are set, plans are laid out to show how tresgwill be achieved, and with
employees patrticipate actively in both the goalisgtand action-planning stages.
There is then a regular review of individual pragdowards the goal. This differs
from the KPI methodology in that the items are mmcessarily quantifiably
measurable for example a KPI might be set as ‘3itjuassured widgets to be
manufactured per day’, whilst an MBO goal might ‘Becruitment and Selection
procedures to be checked and updated by 30 Novep@t&r'. The latter goal is not
as specific a quantifiable measure (as there i®oord of how many items have been
checked and updated) but it is a quantifiable nreasie. it is possible to say at the
end of the performance period whether or not thed as been achieved. A goal that

is set such as ‘Do Filing’ is not a measurable dgpealause it is continuous.

The main concerns with this type of performance susament are that often

individuals cannot be held solely responsible Fairt objectives as they rely on other
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parties to achieve them. They are also adminis#igtiburdensome, and may have a
tendency to over quantify, rather than to acceptsibiter aspects of a situation which
might be more successful in the long run. It iatsucial that there is a clear link
between the organizations objectives and the iddals objectives, otherwise
motivation towards the goals might be problemaRddge, 2000). One of the main
failings of MBO (Viedge, 2003) is that it becampaper chase, where completing the
forms became, in many instances, the main purpbeesystem and the cascading

of corporate objectives and other real benefithefsystem were side-lined.

d) A Brief Comparison of Approaches

All 3 systems can be applied at both the orgarrati and individual level. All 3
recommend the cascading down of objectives fronotiganization to the individual.
All 3 require goal-setting (the theory of which rias part of the theory of motivation),
top management buy-in, and focus on the importaricgeveloping indicators that
measure the right things in the first place. Thagheuse rating systems as part of
their evaluation method during performance apprassal each utilise the same
generic components of an effective performance gmmant system. They differ
primarily in the type of objectives that are seid dahe way of measuring performance

against those objectives.

2.2.2 Considerations in the Development of a Perforance Management

System
Irrespective of what framework (Balanced Scorec&éls or MBO) is utilised for
developing a performance management system, th@nviol aspects will need to

taken into account.

a) Managing Expectations

When an employee starts work at an organizaticgy tiave certain expectations of
their role there (Porter, Lawler & Hackman, 198Phrteret al., (1987) provide a
useful model of individual performance in organiaas (Figure 3) where they show
that an individual's performance in an organizatisnbased on factors such as
personality and skills, expectations and valencesva@ll as in the form of personal

needs, values and goals. For example, an indivicdhagl expect a certain salary, an
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enriching job and a safe work environment. On ttieiohand, on hiring an employee

an organization has certain expectations too. Tlegyire an individual to fulfil a

certain role within the organization. They expegeason who is able and willing to

do the designated job and, who will attend workirtyithe required hours. These

expectations are known formally as a psychologioakract.

Figure 3: A Model of Individual Performance in Organizations
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A psychological contract is the relationship betwdlee two parties (employer and
employee), based on an understanding of the exmewaf both sides. It is dynamic
and, therefore, changes over time. But it mustlearcProblems occur when there is
a difference between what an employee thinks hkebeilgiving to the organization,

and getting in return, and what the organizatidneks it is getting and giving in

return. These differences may lead to problemsingnffom low productivity and

effectiveness to absenteeism and increased turr{ibletret al, 2001). An effective

performance management system must begin by egstivat the expectations of
both parties are clear and well understood. Dudéochanging nature of the role of
Human Resource Management within organizationsdhlli998), it can be seen that
the nature of the psychological contract is alsangng. Employees no longer
necessarily desire secure life time employmenth wieady promotion opportunities,
they now seem to favour the opportunity to givehair best to the organization and
to be rewarded for their contribution through efifee and fair reward strategies
(Bartlett & Ghoshal, 1994; Mullins, 2002). Due teetnature of the environment in
which we work, the knowledge worker also aspirebaaleveloped and to maintain a
high set of transferable skills (Bartlett and Gradsii994), so the developmental

aspect of performance management systems becorpesgamt (Fischer, 1997).

It is important that from the outset of an emplay&segration into a performance
management system, there is common understanditwged® employee and the
organization with regard to the main aim of thef@enance management system. A
successful performance management system musdaahdividual objectives and

goals that are clearly defined and measurablegP2@00) — as would be included in
both the MBO and KPI approaches.

b) Integrating Organizational and Individual objectives

Because the environment in which both the orgaiozaind the individual operate is
constantly changing the psychological contract ketwthem is dynamic (Argyris,
1960; Schein, 1970; Portet al.,1987). “The individual and the organization aresthu
in constant interaction with each other, with thm af attaining their mutual goals”
(Nel et al, 2001: 37). Another aspect of the psychologi@ait@act as indicated by
Pettigrew (2002: 29) is that “it must be a partatipe process between appraiser and
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appraisee to ensure that the wider behaviouralcoge of mutual commitment is

achieved”. When an individual subordinates his @eat development and other
goals, in favour of achieving organizational godle result may be demoralization
and poor work performance. But the responsibiliég hot only with the organization
to provide a performance management system thabuemges and supports
employees through coaching and mentoring, but titss employees’ own task to see
what they want, and to see current reality clearlpcluding the organization’s need
for what they might have to offer” (Senge, RobeRsss, Smith & Kleiner, 1995:

222).

However, an organization with clear goals and sgias, as well as with strongly
communicated core values, facilitates the alignneénndividual and organizational

goals. This encompasses integrating “corporateiraididual objectives so that what
individuals and teams are expected to do flows frand supports what the
organization is aiming to do. It can integrate tbere competencies of the
organization with the skills and behaviours teamd adividuals need to display, so
that, again, people understand what the organizdies to be good at doing and
therefore, what they have to be good at doing” {Br& Armstrong, 1999: 242).

Effective performance management systems must bigrasl to ensure support of

alignment between individual and organizationallgjoa

c) Motivation

Once expectations have been clarified, and indalidand organizational goals

outlined and integrated, the individual needs tarim#ivated to achieve these goals.
There are a variety of Motivation Theories. For rapée, Maslow’s (1954) needs

hierarchy is a theory based on the notion of imtliad differences. Maslow (1954)

concludes that every person is unique, and duestmhher differences responds
differently to specific motivators. In fact somethithat motivates one person might
be either a non-motivator or could even be a devatmr of another person.

Herzberg's two-factor theory was developed aroumel ¢oncept that motivational

factors are either hygiene factors or motivatingtdes. Hygiene factors are factors
such as work environment and conditions which dbmeotivate, but their absence

could cause dissatisfaction. Motivating factors faeors such as the actual job and
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the opportunity to develop and grow. An employgqesformance can be rewarded in
two ways. Extrinsic rewards are those that canupplged by an organization through
their performance management system. These inelndiecrease in salary, a bonus, a
promotion, profit sharing etc. Intrinsic rewardse a@hose that give the employee
satisfaction for example, feeling like they havenel@ good job. It is crucial that an
effective performance management system rewardypleeof behaviour that leads to
increased performance. This means that the behautioel performance criteria (as
detailed particularly by the MBO and KPI theorieahd the reward must be clearly
defined and linked. It is also important that tleevards on offer are of value to the

specific employee. If they are not valued, they @etnas a demotivator.

Reinforcement theory is based on the ability of agmms to provide means of
motivating employees to achieve their goals. ThertdPdawler Integrated

Expectancy theory (Portet al., 1987), notes that “employees will exert effort when
they believe that increased effort will lead to eward, and that the reward is
something they value” (Hellriegedt al, 2001: 278). Their performance is not only
affected by their effort, but also their abilitieseir traits and their perception of what

is required to do the job successfully.

The Human Resources manager needs to considebdive ¢gheories of motivation,
plus others, in designing an effective performamemagement system (Hellrieget,
al., 2001). It is clear that the way a manager linkwards to performance is a
motivating factor for employees. However in desmgnihe performance management
system, certain considerations need to be bormeimd. For example, some factors
that need to be taken into account include desigjuhs with the ability to motivate
staff to consistently undertake the required taslesrly outlining which behaviours
and results will be rewarded and how they will e&arded, ensuring that the rewards
are aligned with the core values of the employeekthat they are fair, and instilling
a strong culture of communication, in order to pdevoutlets for constructive
feedback (Hellreigekt al, 2001). Care should be exercised with regardseting
motivation in isolation though, as according to dge (2003: 74), “there is often a
mistaken belief that all that is needed to imprgarformance is that staff are

committed and motivated. Merely having inspired ffstdoes not guarantee
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performance, as there is no direct link between dwneffort and effective

performance”.

d) A Developmental Process

Because effective performance management systews fegular feedback and
review terms, and encompass the factors mentiobedea they can also provide the
organization and the individual with the opportynfor forward-planning. Future
objectives can be determined, and the requisités sknd knowledge can be clearly
defined. Should the individual need to acquire rsills and knowledge to achieve
the required objectives, these can be organizemlgfr training and development,
before the critical time. Individuals’ areas of Wweass, including areas where the
incumbent might not have the ability to do the jaln be identified before they
become substantial problem areas, and trainingndrauch weaknesses can be
implemented timeously or other solutions to theésscan be found. Organizations, in
setting forward-looking goals, may also discovewneore competencies that are
necessary for a future competitive advantage amdstlstainable growth of above
average returns, and these can be planned for amdgad through the effective

performance management system.

In fact, Quintilla & Sanchez-Runde (2000) indic#itat in our turbulent and ever-
changing world it is becoming more and more impdrtaat our workforce responds
to change. They view the Human Resource managefuection, as being vital in
enabling organizations to adapt to a new way oaoigng their work force. In this
new type of organization the developmental and awpment aspect of performance
management system becomes crucial. This is bec#useflatter hierarchical
structures show tendencies towards rewarding peome so much for their job
position and profile, but for their skills. This @urages staff to expand their skill

base, making them ideal workers for the knowledgmemy.

e) Improved Business Results
The reason many organizations (particularly cor@)revish to institute performance
management systems is to see a positive impadteankottom line. Whilst this will

be part of the impact of designing such a systems, quite a short-term approach to
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performance management. Performance managemenénsyshave also been
identified as a strategic tool that can assist whih implementation of strategy, and
the achievement of strategic goals. With the mowwatds triple-bottom-line
reporting (including financial, as well as enviroemtal and corporate social
responsibility accountability and reporting) and/éods a more holistic and long-term
vision for the organization, it can be seen thpedormance management system can
provide so much more than just an increase in gbart profits. In South Africa, the
draft King Report (2001:8) on corporate governasizes “corporate governance is
concerned with holding the balance between econamicsocial goals and between
individual and communal goals...the aim is to aligmaarly as possible the interests
of individuals, corporations and society”. Performoa management systems already
assist the alignment of individuals and organizetion the best interests of both,
perhaps an area of growth for these systems woaldolvards facilitating and

integrating societal objectives with the organizas.

The following example illustrates that the effeetimanagement of performance is a
crucial factor in an organizations ability to aclgegrowth and high performance. The
alignment of the goals of the individual and thegamization, with clear
communication and strong motivation, can lever gganizations scarce resources, to
the point where they are able to achieve far mbes twas originally anticipated.
Effective performance management occurs when tipeatations of the employee
and the organization are successfully managed,r tbbjectives are aligned,
employees are motivated, and a developmental poresnstigated. It is not a
stagnant system and must continue to adapt antexiblé, as the needs of both the
organization and the employees change over timerdanizations where effective
performance management is in place, the abilitythef organization to focus on
critical goals without undermining the needs of itdividual staff members, is offset
by the employees desires to achieve the organimatjomals, which are also part of
their individual goals. With both parties working achieving the objectives of both
parties, a synergistic solution is often found, #rese companies tend to excel and to

attract a motivated work force.
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British Airways plc (BA) (Karami, 2002) in mid 199ih the face of stiff competition,
carrying a budget deficit in the millions of pounfilem the early 1980’s, and in a
global climate of economic decline sought to immrotheir situation. Their
performance management system part of which wasrapdof their ‘Profit Share
Scheme’ (resulting in 66% of staff holding shame®8A), and their ‘Savings Related
Share Option’ scheme was designed to motivate &idel pride in their company
i.e. above average company performance was rewabgethe awarding of a

percentage of shares to staff.

The performance management system that inspirédrsthis instance, had a strong
non-pay related constituent. Non pay-related resvavdre offered in the form of an
‘Awards for Excellence’ programme (to recognizestamding excellence in a variety
of areas) and ‘Premier Awards’ (for the best ofbest — who get to join the Director
on a luxury weekend away), and the ‘Brainwaves’ gastjon scheme was
acknowledged with the best ideas being entered ih& UK’s Association of
Suggestion Schemes ideas competition. BA also &itumn the development of
women managers, and set up an Equal Opportunites=ifg Group to ensure that
minorities and the disabled got fair treatment. Bl8o is strongly in favour of the
training and development of its employees — witthbo-house and external training
being well supported. They also ensured that eamplayee’s performance was
linked to pay. A dire financial performance sitoatiwvas rescued by the staff’'s high
motivation levels, which were linked to the strgpgyformance management system

that had been designed by BA to foster loyalty esaimitment.

By the end of 1998, according to the ratio salduesover, BA was improving its
performance, and by the end of the 1990’s BA was iprofit situation (Karami,
2002). Without the complete buy-in of their staffiorale would have continued
dropping and BA would not have been able to makerae back. Through pervasive
support from all areas of Human Resources (HR}egslya employees were motivated

to produce their best efforts for the company.

f) Other considerations
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One additional benefit is the link to emotionaleitigence (El). In the past it was
considered that the person who was most intelljgenwith the highest technical skill
or intelligence quotient (IQ), would be the persamo would achieve most
significantly within an organization. Loehr (200120) proposes an integrated theory
of performance management, which “addresses thg, Itloel emotions, the mind, and
the spirit. We call this hierarchy the performanggramid. Each of its levels
profoundly influences the others, and failure tdrads any one of them compromises
performance”. This theory known as ideal perforneasiate (IPS) concludes that for
an individual to sustain performance, intellectysbal and social, spiritual and

emotional aspects all have a role to play.

According to Goleman (2001:14) EI can be definedtlas abilities to recognize and
regulate emotions in ourselves and in others”. Hisnodel includes the four main
areas of self-awareness, self-management, sociareaess and relationship
management. The impact of EI on organizations eafabreaching. Goleman (2001)
gathered data from several hundred organizatians$ feund that although 1Q could
predict with much success the technical competasfcyn individual, it did not
necessarily accurately reflect the success of dnelidate in the work place. This was
because EIl was not taken into account, and it esetemotional competencies that
differentiated between those who would make a |scoé the job, and those who
wouldn’t, given the same level of technical praincy. El enables individuals to deal
effectively with each other, to build strong ematidly aware teams, to respond and

adapt quickly to changing situations, and to hacdi&lict with composure.

This means that it is crucial that Human Resourocesagers become involved in
selecting and recruiting emotionally intelligentividuals, and become attuned to the
needs of the individuals within the organizationos® ElI competencies can be
developed. Hartle (cited in Jacobs, 2001: 179cdnmemends that performance
management systems operate in an integrated praeesgorating elements such as
performance objectives, coaching and counsellingtfopmance review, skills

training, performance-related pay, and training dedelopment. When performance
management integrates setting objectives, ongoiogcting, and training and

development in a yearlong process, it can alsoré&ffm excellent opportunity to
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assess emotional intelligence competencies thamaikly lead to outstanding

performance, provide feedback on them, and suplpeirt development”.

Goleman (1996) and Goleman, Boyatiz & McKee (2082heir works on El, shows
time and again, how an individual's intelligencetechnical skill are the prerequisites
for a particular job, and how it is the emotionalhelligent person that succeeds in
excelling in a given situation. These factors ntebe considered in the development
and implementation of the performance managemestesy as the system should
encourage and facilitate growth in all areas of ih@ividual and organizational
behaviour. Individual development needs for examsl®uld not focus only on the
attendance of technical courses, but should incexg@sure to more holistic aspects
including emotional intelligence and execution lijence (XQ) (FranklinCovey
Planner, 2005).

Another area for consideration in the developmena gerformance management
system is the knowledge environment in which we.lf#When a company learns to
utilize and foster the growth of the knowledge @kdls of all employees across all
functions and levels, integrate learning activitieso every employee’s work,
encourage and reinforce all modes of learning, aigph all of this learning with the
company’s strategic business directions, it beconges knowledge-enabled
organization. The knowledge-enabled organizatioetmer exceeds its goals, for the
company as a whole and for the individual employ€Esbin, 1998: 39). In our
competitive global environment, with its fast pacesthnological change, the
retention of knowledge within the organization b®eo paramount, and the
development of a company’s human or intellectuaitehand its ability to learn may
mean the difference between success and failurewlkage, however, is capricious
in nature - it can be hard to succinctly transtes,it is dynamic and difficult to

pinpoint.

Explicit knowledge is knowledge which individualgaig through formal education,
which has been learnt and is more easily transkerdisough training and written
documents. Tacit knowledge, on the other handieéskhowledge that a person has at

their fingertips, gained through experience, antl gennot be easily defined or
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communicated to others (Mann, 1998). Both typeksnoiwledge need to be captured,
although it will be a far more complex task to capttacit knowledge. It is clear that
in such a turbulent environment an effective penfance management system should
encourage and strengthen a knowledge-enabled mgaorganization. Knowledge
Management (KM) is more than just a database ofimétion, and can be defined as
“enhancing the use of organizational knowledge uplo sound practices of
information management and organizational learnidtinerney & leFevre, 2000:
3). A performance management system that rewardisidual and organizational
learning as well as the design and implementatiok\ systems and infrastructure,
would assist in the retention of knowledge withie brganization. Since learning and
developing would be rewarded, this type of perfaroga management system
enhances the organizations’ perceived commitmethdcemployees, and encourage
those who wish to develop (the intellectual capitalstay. Although the development
of knowledge is a good start, it needs to be cthat the knowledge needs to be
useful, and that it needs to be shared internallyahy competitive advantage to be
derived from it.

2.3 The Components of an Effective Performance Mamg@ment System
Although it is difficult to separate out the devyahoent of a performance management
system from its implementation, in this case sttidyresearcher has approached the
development of a performance management systemesg lbependant on the
framework followed (Balanced Scorecard, KPIs, or@)Bs on overall starting point
for the system. Each approach requires the sanmarigaromponents in order for it to
function properly. These have been set out basedhenmodel of performance
management systems considered by Bevan & ThompsarEaglish (Price, 2000),
presented below in Figure 4, and will be considdarednore detail thereafter. The
implementation of a performance management systeusés rather more narrowly
on the actual procedures used to ensure indivigealormance is achieved. To
illustrate this more clearly the next section wiltlude an example from Skandia Life
Assurance Company (Ltd) (Skandia, 2000).
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Figure 4: Components of an Effective Performance Maagement System
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Source: Price, 2000: 181

2.3.1 Vision and Mission Statement

An organization’s vision should encompass the dmgdion’s reason for being or
raison d’étre It should provide a clear purpose and overarclsegse of what the
organization is about. Collins & Porras (1996: @6psider that “a well-conceived
vision consists of two major componentsre ideologyandenvisioned future They
further break this down to show that core ideol@ynade up both of the core values
and core purpose of an organization, whilst thasémved future is set out in terms of
long term BHAG's (Big Hairy Audacious Goals) andiaid description.

The mission statement should follow on from an orgaion’s vision. It should be a
concise document that reflects the way in which @ganization intends to

accomplish its vision. Although the developmentha vision and mission need to be
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included and considered in the development sedidhe performance management
system, they are also part of the implementatiatgss. The implementation of the
performance management system starts with the ggookdefining the vision and

mission and translating these into actionable gaadsobjectives for the organization.

2.3.2 Team Objectives

Once an organization’s vision and mission staterhamée been clearly identified and
communicated to the employees, the various teaepaftimnents/programmes) within
the organization can begin to work on the goals they need to reach in order to
attain the organizational objectives laid out ia thission statement. Team objectives
are a more recent development in the MBO approagbetformance management
systems (Price, 2000) — essentially operating urtdersame principles but with
objectives that are set for teams (departmentsipnogres) rather than for
individuals. The team-based systems work by foqudlie individual’s attention on
the attainment of common goals. As employees eahat in order to achieve their
common objectives they need to work together, tgaals foster communication and
interdependence. This prevents one of the critisishat is aimed at performance
management systems that are solely based on indiviigerformance, occurring. This
criticism is that, on occasions individuals miglmeao achieve their targets at all
costs, which can hinder the overall efficiency teé brganization. By combining both
team and individual objectives into the performameanagement system, a more

rounded, holistic approach to organizational effectess is achieved.

2.3.3 Individual Objectives — Performance Agreement

Team objectives can be broken down further intoviddal objectives, which are laid

out in a document known as a performance agreemergerformance contract

(Viedge, 2003). Starting with this type of top dog@om organizational objectives to
team objectives to individual objectives) approattbws an employee the security of
knowing that their individual goals are in alignrhewith team goals and with the
organizations strategic objectives. This can be @ivating factor in individual

performance.
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Another valuable aspect of individual performanssessment is that an individual
can be benchmarked against a pre-determined sstanflards. By comparing the
individual’'s performance against the standardsrtidls can be addressed. These
could be known as the “training gap’- indicatingatttthe employee needs further
knowledge and skills training in that particulaear(Erasmus & Van Dyk, 2003:

145).

Gibb (2002) gives a more comprehensive guidelinendividual performance gaps,
noting that although training might be indicatedthg gap, there are other factors that
need to be considered before making this assessi&etors such as providing the
relevant information, giving the individual the higlevel of responsibility and
authority, providing feedback, communicating suéfitly well and other factors, may
affect an individual's performance. These need @¢oaddressed before training is

embarked upon.

A performance agreement is an agreement betweemngioyee and their line
supervisor clearly setting out the performancederghat need to be attained in a
specific time period. It is valuable to encourage £mployee to draft the initial
performance agreement and to bring it to the sug@ryor discussion. Furthermore,
they will need to negotiate any changes with thiei supervisor. In this way, the
employee takes ownership of the tasks that ar@wetor the coming period. It is
important that the performance agreement specif@gets that are S.M.AR.T
(specific, measurable, achievable, realistic, amde tspecific). This enables the
employee to feel a sense of accomplishment, asaasy to check whether a target

hasbeen attained.

At the end of a predetermined period, the line stiper and employee will meet to
discuss the achievements that have been met acgotdi the targets set on the
performance agreement. Other measures of an individperformance can be included
in this performance assessment. In fact some thingoes so far as to say that “360-
degree feedback has, arguably, revolutionized pegncemanagement for the better”
(Peiperl, 2001: 142). This method of assessmermsrain the views of others. It is

motivated by the consideration of an individualshdri window (BevServ, 2004) i.e. the
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fact that there is an area of ourselves that i;mowk to us (or ‘hidden”), but known to
others with whom we come into contact. Most oftdmatvoccurs is that an individual is
assessed by his peers, subordinates, superiorpoatially others who might come into
contact with him in his work environment (customeits). The 360-degree feedback
system is designed to get a bigger picture of thpleyee at work. Although difficult to
implement, the rewards of a 360-degree feedbadkrsysan be a commitment to the type

of continuous improvement that would be seen maarling organization.

2.3.4 Formal Assessment — Performance Appraisal

There are a variety of ways of ensuring that aggerhnce management system runs
smoothly. It is helpful to ensure that the orgatitmes’ Human Resources policies and
procedures underpin and support the system. Thitsshitially in the organization’s
recruitment and selection policies, and can equadlyseen in the time allocated for
individual performance assessments. A generic pednce assessment cycle could
include 2 or 3 relatively short meetings at theibegg of a six-month assessment
period, in order to set targets and sign a perfonmaagreement. This could be
followed up by monthly informal meetings betweere tamployee and their line
supervisor in which any general problems could iseussed and targets adjusted in
line with unexpected activities that might havewced. At the end of the six-month
period, a formal assessment meeting should be hétdes from all previous
discussions should be brought to the meeting anirimal assessment of the
achievement of the specific targets should be edtgrto. This should include an end
result, such as a performance bonus for good pedioce or performance counselling
sessions for poor performers. At the end of the timgethe employee should
understand and agree to the review of how well thegformed over the last 6
months, areas for training and development showdidentified, and an early

discussion about the next 6-monthly agreement shoaNe been started.

2.3.5 Feedback Procedure — Ongoing Training and Delopment

It is important in this system that employees waib tb achieve as expected are not
made to feel inadequate, particularly if there exéenuating circumstances. At the
end of the meeting any inadequacies should be gs8ecuand the organization should

offer support to the employee, particularly in teraf the relevant resources to do the
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job properly and the identification of areas faining and development. Only after
the organization has fulfilled their duty to the @ayee can the poor performance be
laid at the feet of the employee. Making an empdofee| inadequate can set them up
for failure. Should the line managers attitude bmmunicated to the employee (even
as a perception through actions), the line managght be subconsciously ‘writing

off that employee. This might result in the lineanager not passing along any
opportunities or areas of responsibility to theuimbent. The incumbent then feels
that they are not valued and start underperformengn further, and the cycle

becomes a self fulfilling prophecy.

It is also important to note that training and depenent are not necessarily the
answers to performance related problems. Whett€aferon (1998), use the model
of performance that states performance = abilitynativation, where ability =

aptitude x training x resources, and motivatioresice x commitment. Using this as a
guideline, it becomes clear that if an employe&dazther of the motivational factors,
or aptitude or resources, training might not have éxpected impact in terms of
closing the noted performance gap. Other items sashincreasing motivation,

improving communications, encouraging access torination and offering support
in the form of resources also have a place in yloeec However, what the continuous
feedback process enables management to do is ¢écaneds where skills are lacking
through doing a training needs assessment, andnreeading training or other

strategies for improved performance where necessary

2.3.6 Review and Evaluation of the Performance Mamggement System

Another important aspect of this system is its amgonature. A performance
management system is not the type of system thatbeadrafted once and then
utilized into the future. It is important to geeftback from both line supervisors and
employees as to the efficacy of the system. Dodaslfit their expectations? Is it
useful? Is it achieving the required results? Satiges and improvements can be
integrated into the system, so that it is beingtioously upgraded to cater for the

changing needs of the organization and its staff.
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Because a performance management system is a prdtese, 2000), in order to be
effective it needs to contain all of the componeatsan effective performance
management system shown in Figure 4 (Pg 33).ithportant that the standards of
above-average performance are clearly stated, lmatdtiie organization is intent on
assisting employees to achieve superior performdnceroviding a supportive,

empowering environment as well as other extrinsitivators.

Brown & Armstrong (1999) raise various issues ietatto the evaluation of a
performance management system. They indicate (ashasther things) that it is
important that what is being managed can actualyneasured in a consistent and
accurate manner. So it might be useful to peridgicdheck that measurements are

accurate and useful.

Another method of evaluation of a performance manant system is described by
Gibb (2002) as the ‘ABC’ (Antecedents, Behaviourd &onsequences) model. This
‘ABC’ model can also assist in the design and im@atation of a performance

management system. Gibb (2002) recognizes thatrderoto have a successful
performance management system, it is necessary niberstand individuals’

behaviours. He (Gibb,2002) notes that the causeseb&viour manifest in actual

visible behaviour, which then results in conseqeentVhen a performance gap is
indicated, rather than more training being requirgdat might be necessary is work
to modify the behaviour of the employees by adpgsthe consequences that occur.
In reviewing and evaluating the performance mana&ggreystem, it is necessary to
check that the correct behaviours and their coresemps are being manifested and

rewarded or disciplined.

One of the main reasons for undertaking continuawew and evaluation of a

performance management system is to ensure tlipstaeive the process to be fair
(Rademan & Vos, 2001). A common criticism of pemi@nce management systems
is that they are perceived to be unfairly applletias been noted that “individuals are
most likely to trust and cooperate freely with syss - whether they themselves win
or lose by those systems - when fair process isrgbd” (Chan & Renée, 1997: 70).

Chan & Renée (1997) conclude that having fair pgsagithin an organization shows
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respect and value for individual employees. Thegsaer three principles of fair

process — in the form of engagement (allowing compation and discussion around
ideas, throughout the organization), explanatiofte{aa decision has been made,
feeding back to employees as to why that decisias taken,) and expectation clarity

(clear targets and milestones that radiate froracas@bn).

2.4 The Implementation of an Organization’s Perfornance Management
System

The researcher considers the implementation of @gan@ation’s performance
management system for the purposes of this stuwyndlude items such as the
intricacies of evaluation and reward. It constigutine actual nuts and bolts of
performance management systems and covers aspeattsas the paperwork (or
computer records) to be completed, the meetingbetcheld and rating methods
utilized. The Skandia Life Assurance Company’s iad in Performance Model
(Skandia, 2000) will be presented as an overviethefsuccessful implementation of

a performance management system.

2.4.1 Skandia Life Assurance Company'’s Partners iRerformance Model

Skandia Life Assurance Company in the United Kingd@UK) researched and

developed a Partners in Performance Model (PIPthvhirolled out in 2000/2001

(Skandia, 2000). With over 3000 employees countigevevery effort was made to
ensure a system that facilitated improved perfoceanithin the work place. During

the roll-out phase each staff member was requicedttend a workshop session
detailing what would be expected of them in the iogymonths. Line Managers and
other supervisors who would be required to appraer staff attended more

detailed work shops where they were briefed orPtfesystem.

During the work shop phase each employee was pgegsevith a file (Portfolio) in
which to keep all the information relevant to PTRRe Portfolio covered many aspects
beginning with a detailed introduction that outtineow the system worked (Figure
5).
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Figure 5: How Partners in Performance Works in Pratice

STEP 1 ESTABLISHING DIRECTION

Your line manager prepares your job description, drafts Key Results Areas (KRAS),
your Skills and Knowledge matrix, and identifies appropriate competencies

PHASE 1 STEP 2 ESTABLISHING DIRECTION ﬂ
You and your line manager meet to discuss the drafts and agree the content.
You agree objectives and your Personal Development Plan (PDP) for [
the next review period. Agree date of next formal review.
PHASE 2  STEP 3 ENSURING SUCCESS |

You work to achieve your objectives and actions in your PDP. You collect
examples of your achievements and your line manager monitors your
progress. You meet your line manager from time to time to discuss progress
and any difficulties you may be experiencing

PHASE 3 STEP 4 ENCOURAGING PROGRESS ﬂ

You review your own performance and examples of achievements over the
review period. You consider what has gone well and what has not. You think

About what you want to achieve for yourself and your job in the next 6 months.

STEPS |

You and your line manager meet to review and assess your performance over the
past review period. Then you both look ahead to the next 6 months, discuss —
what needs to be achieved and agree the objectives for the next review period.

Source: Skandia, 2000: 9467.99/10/1

As each staff member had their own Portfolio, aelevant information was at their
fingertips, including numbers for the help deskwdtidhere be any problems. The PIP
system involved a lot of paperwork. Each employae & job description, key results
areas (KRAs), core competencies, and a personalafewent plan — these were all
brought to the performance review, where the appratompleted a separate form
which was handed to the appraisee for their Paotfapon completion of each
performance review meeting. The Portfolio also udeld material on the core
competencies and skills and knowledge, detailing/ hloese had been ascertained

during the development phase and how they wouldnm®asured during the
implementation phase.
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Other sections were designed for the employee ép ks to date and these included
the personal development plan, a training log, eniexements sheet, a page for
examples of performance, a career history sheetaasthr sheet. All these were
designed to encourage each employee to recordnaestathroughout the review
period where they had performed successfully. Tdmyd complete the form and get
their supervisor's comments at each specific ootasThis would then build up a
complete picture for revision at the formal Perfarmoe Review meeting. However, if
the individual did not record information they wdube less able to support
performance claims made during the review meetiug. this system to work onus
was placed on the employees to complete the relefiemms and keep pertinent

information up-to-date.

Despite its many good points and much time spemsigdang the system and
communicating it clearly to staff, what was notdterarollout, was that appraisors
and appraisees felt that the time burden was oseiw keep one’s Portfolio up-to-
date took much effort and commitment, and to agpran entire team (usually more
than 10 staff requiring ad hoc monthly meetingauélly about 1 % hours in length)
and formal Performance Reviews 6-monthly (at ab®uhours each)) required
planning and forethought. The system was not desigio be linked directly to
reward, that is, performance bonuses were not basedhe outcomes of the
performance review sessions as bonuses were awandadgercentage basis per job
grade depending on the profit made by the compénwas however, linked to
development through recommendations for trainirrgrtion, succession planning

and career profiling.

2.5 Summary

This chapter has presented information pertainiog the development and
implementation of performance management systeniwsieA history of performance
management was outlined, followed by its main psepocriticisms of and an
introductory look at performance management systemsGOs. Three approaches
that could be utilised for the development of afgrenance management system —
Balanced Scorecard, KPIs and MBO were discussatlewied by an indication of



43

the essential considerations to be taken into adcoudeveloping a performance
management system. After developmental issues kad Hiscussed, attention was
drawn to the components of an effective performan@nagement system. To

illustrate implementation issues, the Skandia Rastin Performance (PIP) model
was then presented.
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CHAPTER 3: RESEARCH METHODOLOGY

3.1 Research Objectives

In Chapter 1 the main purpose of this research eeailed as ‘to describe and
analyze the development and implementation of fopeance management system
in a non-governmental organization (NGO), spediffcathe Public Service
Accountability Monitor (PSAM), from its inceptiorotdate’. The primary rationale
behind this purpose was to explore whether the Idpugent and implementation of
the performance management system had contributedny way towards the
PSAM'’s overall performance, specifically in termfstioeir achievement of Funder’s
objectives, and to enable the PSAM to revise tbeirent performance management
system to further improve the overall achievemdrifunder’s objectives. In order to
achieve this purpose, this study was broken dowm nmore detailed objectives that

would allow the purpose to be fulfilled.

These objectives are as follows:

e Describe the development of the PSAM in terms sfathievement of Funder's
objectives,

« Describe the development and implementation of pkeeformance management
system.

* Analyze the development and implementation of tlefgumance management
system.

» Determine potential areas for future developmenttled PSAM’'s performance

management system

After considering the relevant literature and cstseely information, it was noted that the

potential value of this research could be to cbotg to the body of available knowledge

on performance management systems in NGOs by prapom the form ofother

concomitant purposes of the research,:

e Advice on areas for consideration in the develogmand implementation of
performance management systems for NGOs, and

« Advice on the potential pitfalls and benefits offpenance management systems to

other NGOs wishing to run efficiently and effectiue
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This chapter is concerned with the methodologyisetil to achieve the aims of the
research detailed above. This will be discussedhen remainder of this chapter.
Firstly the research paradigm and the case studpadelogy will be considered.

Background information about the PSAM case itsélf tven be discussed, including
population and sample size. A detailed accounitt blata collection techniques and
data analysis and interpretation will also be pres@ Issues of the validity and
reliability of the study will be detailed. Ethicalsues will be discussed and limitations
on the research will be clarified. Finally a sumynaf the research plan will be

outlined.

3.2 Case Study Methodology and Research Paradigm

Yin (1984:23) defines a case study as “an empiraauiry that: investigates a
contemporary phenomenon within its real-life cotite¥hen the boundaries between
phenomenon and context are not clearly evident;ianghich multiple sources of

evidence are used”, a definition which is supported Stake (1995). Mitchell

(2000:169) states that the “case study refers toolaserver’'s data: that is, the
documentation of some particular phenomenon oro$etvents which has been

assembled with the explicit end in view of drawthgoretical conclusions from it”.

The reason for utilizing the case study methodol@agyhat it allows for an in-depth,
detailed understanding of a specific phenomenohimvé bounded system. Of relevance
is the uniqueness of the case and this is appédatthe PSAM which is a unique “single
bounded system” (Welman & Kruger, 2001: 182). Caadies can be either quantitative
or qualitative in nature, but due to the interpretnature of this research,gaalitative

methodology(Guba & Lincoln, 1994) has been adopted.

A variety of case study purposes have been idedtguch as descriptive, explanation,
evaluation and exploratory (Winegardner, date umkrjoDescriptive research is that
which seeks to identify themes within a case thhoagrich’ or ‘thick’ description
encompassing as much of the case study detail asibb®m Robson (cited in
Winegardner, date unknown: 6) “defines the purpaoisdescriptive research as the
portrayal of an accurate profile of persons, eventssituations; this in turn requires

extensive knowledge of the research subject inrdadiglentify appropriate aspects on
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which to gather information”. Exploratory resear@mswers questions of how and
why”. This study is a combination of these two mpinposes, with a strong focus on
describing the situation, but due to the lack gfrapriate reference material, also to
begin to provide answers on how to set up a pedoo® management system in the
context of an NGO and why it would benefit this ¢ypf organization and its
individuals.

The epistemological orientation of this researdbenterpretive (Winegardner, date
unkown), that is, the researcher has started \Wwih'set of questions to be answered

by the research”.

3.3 Population and Sample Size

Currently the PSAM has thirteen permanent staffdaetiled in the Organogram
(Appendix 12), including the Director, an Office Nager (the researcher), Project’s
Coordinator, a Media Liaison Manager, a Senior RegeEditor, a Programme Head,
five Researchers, an Office Administrator and a €@nAssistant. Three of the
Researcher positions are new appointees who wiyl take up their positions in

January 2005. The PSAM is funded entirely by extkefFunder's (OSF and Ford),
and although the salaries function and finance tfancare performed by Rhodes
University, the PSAM’s Office Manager operates athlthe Accountant and the HR
Manager.

This is a single-case case study, where the eotganization constitutes the case
study. The sample size from within the case camgiftthe entire current staff (not
including the 3 new appointees), and selected ptt. Other than the Office
Manager, the Director, and the three new stafotidry 2005, the entire current staff
complement of the PSAM (8) completed a questioendne current staff member
abstained from completing Section B of the questime. The Director of the PSAM
was interviewed by the researcher. Since Winegar(tiede unknown, 8) notes that
“the within-case sample can be selected randontihg',researcher chose the sample
as the 5 most recent resignations since 1 Jan@y. For the purposes of this study
certain past staff were not invited to complete thuestionnaire. This included 2

employees who left within a very short time of stay work at the PSAM as their
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experience of the PSAM’'s Performance Managemente8ysvas negligible. Staff
who had resigned prior to the introduction of thistem were also excluded from the

study. Out of the 5 past staff who were sent qaestires, 3 responded in full.

3.4 Data Collection

The data for this case study was collected usingltiple sources and techniques” (Soy,
1997:2). For this case study the research was carried acough a process of
document analysis, unstructured and structuredviei®s and questionnaires, and

participant observation.

3.4.1 Organizational Performance

Document analysis (Smith, 2002) plays an impontal& in providing a description of the
development of the PSAM over time. The developnoéitoth the PSAM in terms of its
achievement of Funder's objectives and the devedmpnand implementation of the
performance management system have been well dotedhn this research, only the
contracts from the Ford Foundation (FF) and therOfeciety Foundation (OSF),
PSAM’s two largest Funder’s, will be considered.e$é are the core Funder’'s and
achieving their objectives is vital for the contaul success of the PSANhe
following documents were accessed in order to desthe development of the PSAM in

terms of its achievements of Funder’s objectives.

» Funding Proposals
- FF: Initially submitted annually (1999, 2000, 200but now 3-
yearly (2004).
- OSF: Usually submitted annually by 31 Januarye Tianding
proposals from 2001 to 2004 were reviewed.
» Report backs to Funders (completed at the endeofjthnt period, and at the end
of any rollover grant period)
- FF. Initially submitted annually (2000, 2001), tbomow 3-yearly
(2004)
- OSF: 2002 to 2005 were reviewed
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Each contract from these Funder’s for the periotnfll June 1999 to 31 May 2004,
was retrieved from the Finance Department at Rhadtgsersity, and examined in
terms of both the amount of money (to gain an ahitinderstanding of project
priority) allocated to each project, as well ashhead line items (for example Travel,
Project Administration) within each budget proposkhese have been detailed in
tabular form, and compared to the Director’'s ReptwtFunder’s detailing the outputs
(in comparison to preset objectives) produced chdanding cycle. This is in order
to determine the level of funding generated by egadject as well as the level of
return in terms of output achieved per projectisinoted though, that due to the
difficulty in measuring the ‘impact’ of an advocaagrganization the above
information will not necessarily lead to a definati conclusion regarding the
effectiveness of the PSAM in raising public awasmeabout the issues of
accountability, corruption and maladministrationhisT segment of the study is

designed to focus narrowly on the achievement efi@iermined objectives.

The following documents were accessed in order @sciibe the development and
implementation of the PSAM’s performance manageragstem.
e Minutes to Annual Strategic Planning Sessions (ad held annually during
August of each year (2001 -2003)
» Policy documents including:
- PSAM'’s Performance Management Policy
- PSAM'’s Disciplinary and Grievance Procedures
- PSAM’s Core Values
- PSAM's Vision and Mission Statement

To supplement the information collated in both et above, other relevant material
was accessed as and when necessary. These included:
e Minutes to Board Meetings: Held Quarterly in FelmplaMay, August and
November of each year since 1999.
* Minutes to Staff Meetings: Held every Monday mognhfrom 1999 — 2004.
» Notes from Senior Staff Meetings: Held from Jun&éptember 2004.
* Notes from Staff performance appraisal meetingth(Bmrmal and informal) from
2001 to 2004.
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 PSAM'’s Annual Report 1 March 2003 to 30 April 2004.

All the above documents were reviewed in a chragiold sequence, and analyzed in
terms of the researcher's interpretation of theiput to the development and

implementation of the performance management syatehe PSAM.

3.4.2 Staff Opinion

Data was collected from PSAM staff using questiarasa with the exception of the
Director. A structured interview where “the intewier puts a collection of questions
from a previously compiled questionnaire, known aas interview schedule, to a
respondent face to face and record’s the lattespanses” (Welman & Kruger, 2001:
160), was held with the Director. The questionrai(dppendices 9 and 10) and
interview questions (Appendix 11) were developeseldaon research of the available
literature, of particular importance in this instanwere Gallups Workplace Audit
Statement (adapted from Caulkin, cited in Pricd®@0and Questionnaire on working
at Rhodes University: Support Staff (Rhodes Uniigr2004). It covers aspects of
the performance management system, including dpwedatal phases and the
implementation of the system. Although structuredenviews may have been
preferable to questionnaires to enable the researth bring out rich details
(Mak’Ochieng, 2003), it would have meant that theraymity of the respondents was
compromised. Questionnaires were distributed viaad- or printed copy to staff
through the Office Administrator (see Organogranpp@ndix 12) and collected by
her on the due date and submitted in one batdhetoesearcher.

The researcher further collected information byingpeid hoc comments made during
unstructured interviews with staff. During the lagiarterly meetings (September
2004) that the researcher as Office Manager helth wie staff an open-ended
guestion such as “How do you feel about the perfmrre management system?” was
asked, and staff members were allowed to talkyreel “spontaneous development”
(Welman & Kruger, 2001: 188). The information reea was used to triangulate
(Trochim, 2002) the data gathered from the ques#ors and is incorporated into the

analysis and discussion section of the research.
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The questionnaire distributed to current and p@s$t sm:embers was designed to gauge
an initial impression of each staff member’'s attéutowards working at the PSAM,
particularly in relation to the Performance ManagetrSystem. The responses to the
guestions are detailed in tabular form with TabléChapter 4, Page 76) being the
responses from current staff, expressed as adatabf 9 and Table 2 (Chapter 4,
Page 77) being the responses from past staff, esgdeas a total out of 3. The
Director’s interview schedule was also designedaoge an initial impression of the
Director’'s attitude towards his role at the PSAMirticularly in relation to the
performance management system. Detailed in taldatan in Table 3 (Chapter 4,
Page 78) are his responses to the interview sobeguéstions. The information
gathered from all staff is based on their attitudesl opinions, and allowed the
researcher to gain a more detailed and in-deptlerstehding of the juxtaposition of
the performance management system and the PSANbrdwding a ‘rich picture’
(Smith, 2003a).

From Section B (Appendices 9,10 & 11), questions 113 of the questionnaire or
interview schedule were designed to gain insight ithe development of the
Performance Management System over time, as wedlh aform any decisions on
future developmental recommendatio@giestions 14 - 21 of the questionnaire or
interview schedule were designed to gain insight ithe implementation of the
Performance Management System, and enabled stpfbtade feedback with regard
to the regularity and administrative issues surdingp the performance management

system.

3.4.3 Observation

Observation is defined by Smith (2003b: 1) as “désway or representing a setting”.
The observation method utilised in this case wasdruatured and informal (Robson,
1993). It consisted of the researcher taking nateany time when she felt it was
necessary or of importance for instance, durintgff meeting. Staff members were
aware of the fact that the researcher was condycésearch into the development
and implementation of the performance managemestésy but were not necessarily
aware of each instance in which the researcher tlservation notes. The main

reason for collecting data using the observatiothot was to enhance the validity
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and reliability of the study through triangulatioBecause much of the staff
information was collected in the format of questiame with written answers, the
researcher wanted to ensure that the written asse@responded to the behaviour
and verbal communications of the staff in their rgvelay environment. The
researcher is a complete participant, with the esgrdifference being that the
researcher did not have to ‘go native’ as she Wasady an integral part of the group.
As noted by Mak’Ochieng (2003:92) “while the preserof the researcher can help
bring out rich details of the study through probsemyd establishing rapport, there is
great potential for interview bias to crop up”. lms case study the bias was not
particularly related to interview situations, batthe presence of the researcher at the
case study site at all times, however this wastde#h through triangulation
(Trochim, 2002) of the data.

3.5 Data Analysis

In a case study data analysis usually occurs samedtusly with data collection
(Winegardner, date unknown). This is because themésnsights present themselves
as the data is collected. The method utilised falysing data gathered during the
current study was predominantly interpretationalr®gardner, date unknown). That
is, the researcher has considered the informaticesepted and organized it
thematically. The themes or categories which tilseascher has used to analyze the
data are a combination of established categorigsnofitilized in discussing
performance management systems, and other categtiréd emerged from the
research and which might be applicable only in twn-corporate sector. The
information gathered from the multiple sources wer®ed previously is both
descriptive, in that it enables a chronologicalcdision of the events that occurred at
the PSAM from 1 June 1999 to 31 May 2004 to be dray, and inductive, as the
researcher looked for “recurring patterns and «test regularities” (Welman &
Kruger, 2001: 184).

The findings from the participant observation, disesaire answers, structured and
unstructured interviews were documented and cordeadysed (Soltani, van der

Meer & Gennard, 2003) for themes in terms of sugges for future changes,
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problems inherent in the system and problems ernepech in using the system. The
data is presented in a narrative format (Winegardiete unknown). Interpretational
analysis enables the researcher to “build up im¢amgons from the experience,
perceptions, and beliefs of those involved” (Hogueal, 2004: 62). Included in the
narrative discussion of the performance managesyatém is detail both in terms of
the type and content of the system in place dueiach funding cycle, and also in
terms of the value ascribed to the performance gemant system by the staff
members.

3.5.1 Validity and Reliability

Because of the importance of the reliability of theta gathered, particularly in this
instance where the researcher is also a staff meatltee PSAM, triangulation of the
data is very important. To this end the researahiéensure that evidence provided is
corroborated by at least 3 sources (for exampldicgant observation, semi-
structured interview and documentary evidence) Wwhicovides validity to the
research in terms of triangulation (Trochim, 200&elman & Kruger, 2001,
Winegardner, date unkown). According to TrochimQ2Pqualitative validity can be
judged by the criteria of credibility, transferatyi] dependability and confirmability
rather than against some external objective standdinegardner (date unknown,10)
also indicates that “reliability is less a functiofhreplicability and more a function of
credibility of the researcher’s knowledge claimsl amwknowledgement of his or her
central role, relationship and biases in the retg8atn order for the research to be
credible, dependable and confirmable, it shouldrtyereiterate the views of the
participants, the data should be triangulated &eddescription should be ‘rich’ or
‘thick’ (Smith, 2003a). Confirmability will also bassessed by noting whether the
written records, interviews/questionnaires andipi@gant observation (triangulation)

all lead to similar conclusions being drawn.

Transferability can also be described as genetalizalt is often thought that the
inferences and conclusions drawn from a single casdy cannot be generalized.
Mitchell (2000: 183) notes however, that “the validof the extrapolation depends

not on the typicality or the representativenesthefcase but upon the cogency of the
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theoretical reasoning”. Thus, any generalizationsfthis research should be based

on the theoretical framework applied.

3.6 Ethical Considerations

Consent was given by the Director for the entirejgut and specifically for the
guestionnaires to be distributed to the PSAM sthfith present and pastach
participant was made fully aware of the nature pmgbose of the research and that their
anonymity would be ensured.h& Director however, was made aware that the
information provided directly by him through histerview would be attributed to
him, and so anonymity was not possible. These tiondiwere acceptable to all staff
including the DirectorUndertakings were made to the Director that no rinfition
would be made public without his prior consentelafte had been provided with an
opportunity to review the findings of the researthe final research report will be made
available to any PSAM past or current staff membleo expresses an interest in reading

it, and will also be available from the Rhodes lémsity library.

3.7 Research Limitations

One of the noted limitations of descriptive caselgtresearch is the possibility that
the researcher simply describes everything. Yi84)©autions against this, and puts
the onus onto the researcher to ensure that oldgted focused items are considered.
In this study 14 broad themes emerged from theareke and the researcher

consciously avoided the inclusion of less commenes.

In this case, the researcher is also a staff membére PSAM and as the Office
Manager has been and is, very involved in the d@gveént and implementation of the
performance management system. The researcher wase a&f the limitations

(Welman & Kruger, 2001) of being the research insient and carefully kept

observation notes, and avoided summarizing infaonathere possible.

3.8 Conclusion
This study used a qualitative case study approacliesscribe and analyze the
development and implementation of a performanceag@ament system at the PSAM.

The research was designed from an interpretivedgara Information was gathered
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from multiple sources and analyzed using interpictal techniques. Validity and
reliability was ensured through triangulation ofadgathered.

The following chapter (Chapter 4.1) provides a dtogical account of the

development of the PSAM in terms’ of its achieveimeinFunders objectives which

includes a detailed narrative account of the dearaknt and implementation of the
PSAM'’s performance management system. Chapterch®ins an account analysed
using interpretational data analysis techniquesthef concerns encountered whilst
developing and implementing a performance managersgstem at the PSAM.

Chapter 4.3 provides insight into areas recommerfidetuture development of the

performance management system. Advice for other NG©presented as part of
Chapter 5.
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CHAPTER 4: ANALYSIS AND DISCUSSION

This chapter is divided into 3 main sections. Ting ection is a response to the first
2 objectives of the research that is: to deschieedevelopment of the PSAM in terms
of its achievement of Funders’ objectives, and &sadibe the development and
implementation of the performance management syst€hs is done by a
chronological review of the Funding proposals areport backs, which are
complemented by an insight into the state of thfopmance management system at
the time. The second section is an interpretatitimamatic content analysis of the
development and implementation of the performan@agement system, which
provides an answer to the third objective of theeaech. From the information
presented in section 4.2, an assessment of patargas for future development of
the PSAM’s performance management system is detednifulfilling the fourth
research objective.

4.1 The Chronological Development of the PSAM’s P&rmance Management
System from June 1999 to May 2004

Following is the chronological presentation of dagsed on Funding requests sent to
Funder's and report back’s to Funder's, followed aybrief analysis of the
achievement of objectives detailed to Funder'svitiich funding was obtained, in
terms of both goals reached and budget allocag@mts This is then followed by a
narrative account of the reasons, in each fundyiec why the PSAM developed its
performance management system. This information eadisted from Minutes to
Indaba’s, Staff Meetings, Performance Appraisalsd &8oard Meetings, and is

supplemented by the researcher’'s own observation.

PSAM Funding Proposal to Ford Foundation pre May 199
(Grant 995-1436: 1 June 1999— 31 May 2000)
PSAM — Core Funding R 301 895 ($ 50 000)

PSAM Project Outputs:
» Case Monitoring database and website
» Performance Monitoring database

* Public Administration survey
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The Case Monitoring database and website were orapleted during the reporting

cycle, but the website was launched in Septemb&060. From an initial 2 cases in

2000, the website currently shows information or8 6&ported cases of alleged
misconduct (as at 15 December 2004). Work contirarethe conceptualization and

design of the performance monitoring database, whias not completed during the
funding period — although early versions of theablase were drafted. The design of
the Public Administration Survey questionnaire wasnpleted during the grant

period, and by the end of the period sampling weateawvay.

The funding granted by the Ford Foundation (FF) m@sspent timeously during this
reporting period. At the end of the grant periodolover request of R46 743 was
submitted by the PSAM. This was granted for a ferth month period until the end
of September 2000 by which stage all outstandingiesoexcept R2 854 had been
spent. This represented an initial rollover of 8844 and a repayment to Ford
Foundation of 0.95%.

PSAM Funding Proposal to Ford Foundation pre May 200
(Grant 1000-1566: 1 June 2000— 31 May 2001)
PSAM — Core Funding R695 000 ($ 100 000)

Case Monitoring Project Outputs

* a searchable public access database availablewomv.psam.ru.ac.za

providing a list of reported cases of corruptiom @ime disciplinary responses
to these cases

» a scorecard and analysis for each case that has dxely followed-up
rating the performance of the MEC, Head of Depantm€hief Financial
Officer and departmental accountant in compliandéh vtheir prescribed

duties (available under current caseswovw.psam.ru.ac.2a

» anumber of publications on cases of corruptionlandls of transparency and

accountability within provincial departments
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Funding from FF is specifically used to fund thes€&onitoring project which is not

funded by Open Society Foundation (OSF). Money ftbm grant is also used to
supplement the OSF funding within the other prgjeBecause the funding had not
been completely utilized during the finding peritite Director requested a further 2
month period (to the end of July 2001) in whichspend the remaining funds. This
was granted and the money was duly expended iextemded timeframe. The Case
Monitoring database was developed and implementeathgl this period, and the

PSAM web site was launched. The scorecard and qailghns outputs were not

achieved during this time frame. With an amountRai61370 spent by the end of
March, an amount of R 29 861 (4.30%) was still utding at the end of the grant
period, which was then duly spent by the end ofréugiested rollover period.

It was during the period of early 2001 after cortiplg a strategic planning exercise
with the management board, the Director noted tmathad experienced some
difficulties in motivating his employees to achietree results that the PSAM had
promised to the Funder’'s, due in part to “the ladkeffective Human Resource
planning” (Allan, 2001). Inferences drawn from tneder-spending of FF Grant 995-
1436 and FF Grant 1000-1566 and the slower thaea®p achievement of results
underpinned the Director’s feeling that staff wer focused on the strategic goals
and objectives of the organization. According t@dfe (2003), the inferences that
improved motivation means improved performancevslid. However the researcher
concludes that the Director meant a combinatiomofivating his staff and assisting

them to perform more effectively.

PSAM staff at this point in time, were largely Rasshers, and more or less
supervised themselves. As the PSAM grew, the pnobleas exacerbated because
there were more staff members each focusing om tiven priorities. In essence the
problem involved misunderstanding and miscommuitinabetween the different
programmes, with Researchers not sharing crudiatrmation and often focusing on
the task at hand without a more holistic perceptbmwhat was occurring within the
PSAM. What occured was that the Director would ®bis attention on a particular
Project in order to fulfil an obligation or achieaa objective, and this Project would

flourish, but the other Projects would sit on treckburner with very little activity
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other than the routine maintenance of databasese @re critical goal had been
achieved the Director would move to the next olbyectwithin possibly another
Project and it would begin to achieve results ® dietriment of the other Projects. It
was recognized during this period, that the PSAMdeel to make a concerted effort
to co-ordinate its operations, and that the Dinectiuld not be the only person at the
PSAM able to drive a Project.

Irrespective of the approach utilized (Balanced r&card, KPIs or MBO) in a
performance management system, the setting of ma#nal objectives which
should then cascade down (Drucker, 1961; Chang &giin 2000; Bauer, 2004) to
the project and/or individual level is a commontdie. This might have been an
appropriate time to being this process of alignm@fgidge, 2003). Instead, in an
initial attempt to address this problem, during 20the Director instituted the Work
Reporting system, whereby each staff member wasiregtjto fill in a daily time
sheet on an internal database and submit it weeklye Director. He also instituted a
system of weekly staff meetings, where staff werguired to inform the Director
(and each other) of their activities from the poex week and their plan for the week
ahead. This was designed to ensure that the Diréetd some knowledge of the

activities of his staff, and that he had more agrdver and input into their activities.

According to Furnham (2004) one of the main purpaseperformance management
systems is to assist in individual performance ompment by the setting and
measuring of achievement of goals, and the workortepand staff meetings
constituted the PSAM'’s first attempt to assist witlials by providing a process for
them to keep track of their goals and progress rdsvaneeting them. It did not,
however, assist in the overall alignment of objexdi It paved the way for better
communication between the Projects as the diffeRnojects shared information
about their work weekly. This sharing of informatibad some beneficial results. For
example, if the Researchers from a Project werébgavmeeting in Bhisho that week
and they mentioned it in the staff meeting, anofPrject might realize that instead
of driving there themselves too, the first groupldocollect documents for them,
thereby saving time and money. However, there ws&llebig communication gaps,

much overlap between the researchers work, a ldcklasity as to the overall
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objectives of the PSAM, and a heavy reliance ortinector. These are all issues that

an effective performance management system wougoh ke address.

Towards the end of the year, by October of 2004 ,Director of the PSAM realized
that to operate more effectively (i.e. to achievarenof the PSAM'’s stated objectives
and to spend funders money more effectively) agperdnce management system
was needed, and in October of 2001 the PSAM’s fistformance Management
Policy (Appendix 1) was work shopped by externatszdtants. This involved the
consultants interviewing the staff individually adchfting job descriptions based on
the outcomes of the interview sessions. They alsawviged a grievance and
disciplinary procedure, as well as the PerformaMe@nagement Policy. This latter
document covered the goals and objectives of thimqmeance management system,
as well as the process to be followed. It advocatéeyear reward cycle, with two 6-
monthly reviews in that period. Based on Managemint Objectives (MBO)
(Drucker, 1961) principles the Policy outlined theportance of having an
organizational strategy in place, which could b&did to an individuals’ performance
through the setting of specific objectives. Infofrmaeetings were to be scheduled
between the Director and the employee as and wégunred, with formal meetings
being held monthly between supervisor and emplo@segories of performance

were set down, and after appraisal these ratings teebe adhered to.

A noted criticism of performance management systsntise difference between the
system on paper and its application within the oizgion (Brown & Armstrong,
1999; Furnham, 2004). This occurred at the PSAMhalgh the logic of the policy
was clear, and the PSAM desired a performancereuyltaany practicalities did not
work in reality for the PSAM. Since the draft wasan up by external consultants,
and monitored by the researcher, also operatirgnasxternal consultant, it failed to
take into account the actual way in which the PSépérates, and the relationships
between the staff members (in effect, the PSAM&aaizational culture). Because of
the reporting structure, with the HR Advisor (as tesearcher’s role was at that time)
being external, as well as the reporting procedwieag onerous on the staff (in the
form of the Work Reporting database mentioned apawe policy met with some

resistance. Employees felt that it was a tool oftd, over their time, their methods
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and their goals. Since Supervisors were in shqplsu the Director also felt that he
would not have enough time to meet with each imlligl monthly, and to assess the
entire staff’'s performance. After considering tinedry, and realizing that for the
system to be effective it needed to have the fuyl-im of the staff, the HR Advisor

proposed certain changes to the system.

PSAM Funding Proposal to OSF April 2001
(Grant 01874:1 June 01 — 31 May 02)
The Director PSAM requested funding per projechwithe PSAM. The projects are:

Project 1 — Case monitoring R 740 000 ($ 10971
Project 2 — Performance monitoring R 635 000Q¥14)
Project 3 — Public administration survey R25 (B3 571)
Project 4 — Civic empowerment R115 000 ($ 16)428

Total requested budget for 1 June 2001 — 31 May 200 R1 515 000 ($216 427)

The PSAM submitted an application for project furgdto the OSF on 20 April 2001.
The OSF agreed to provide funding of R775 000 Jia tranches of R387 500) for
three PSAM projects with a starting date of 1 JA@@1 and a completion date of 31
May 2002. This grant does not cover Project 1 (Q@saitoring). The difference in
funding requested and funding received for Projddis 4, was made up by FF Grant
1000-1566 (Pg 54), which included core funding.e&Ciomding is funding that is not

necessarily specific to a Project but is to supfif@tongoing existence of the grantee.

Performance Monitoring Project Outputs:

* a public access database available on the world wigb providing indicators
on the performance of Eastern Cape departmenth&2000/2001 financial
year

* an analysis of the performance of provincial deparits in respect of their
levels of service delivery, compliance with regidas and the effectiveness of
their financial management procedures during tleigod, published on the
web site. Future performance will be benchmarkeairesg these standards

* a number of newspaper articles and research ptiblsaon the performance

of provincial departments and their levels of seevelivery
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At the end of the grant period, the first outpstdd above had not yet been achieved
(the website being eventually launched in May 2008)ilst the second two listed
outputs were broadly interpreted as being achighedugh a process of ongoing

monitoring, public commentary and policy analysis.

Public Admin Survey Project Outputs:
*  Workshops with officials from the Premier's Offi@d the Legislature to
discuss findings prior to publication.
* Glossy booklet containing survey findings and PSahlysis.
* A number of papers and short publications analyziagous aspects of the
survey findings.

At the end of the grant period, the survey hadyeitbeen completed. During the
course of the year the researcher primarily resptndor conducting the survey
resigned from the PSAM. The final publication o¢ tfindings was initially moved to

the end of January 2002. However upon closer exaiom of the prelimary findings

it was realized that further work was required dhe estimated date of the first
published monograph shifted to the end of June 200& Survey was finally

published and launched in November of 2002, with Workshops with officials

being held in September and October of 2002.

Civic Empowerment Project Outputs:
* Public access web page containing information dizesis rights, public
official’'s responsibilities and a template for retgring complaints about poor

service and for reporting acts of corruption andaonduct.

This output was not achieved during this grantqeerHowever a draft manual had
been drawn up containing a list of citizens’ rigimtsespect of public service delivery
and responsibilities of public officials drawn fraime Public Service Act (1994). The
web page was launched in November of 2002.
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Due to project delays, the money awarded by the @&¥not spent timeously. At the
end of the grant period a rollover request of RQ0@ was submitted by the PSAM to
the OSF. This was granted for a further 6-monthopleuntil the end of November
2002 by which stage all outstanding monies had Ispemt and most project targets
achieved. This represented a rollover of 13.81%.tlBy end of the next 6-month
period the main output still outstanding was thevnBerformance Monitoring
website. However it was during this same timefrathat PSAM made some
important advocacy deliverables, including a caiti@analysis on the connections
between the Coega Industrial Development Zone &edArms Deal, as well as
highlighting some major cases of corruption andaaadinistration involving senior
public officials, MEC’s and the provincial Premiat the time. These high impact
advocacy interventions were well received by thadens. However, these advocacy

interventions had not been included as PSAM stiatagjectives at this time.

PSAM Funding Proposal to OSF April 2002
(Grant 02022: 1 June 2002 — 31 May 2003)
Project 1 — Case monitoring (Funded by FF)

Project 2 — Performance monitoring R915 0001($00)
Project 3 — Public administration survey R25 (92 500)
Project 4 — Civic empowerment R168 500 ($ 16)850

Total requested budget for 1 June 2002 — 31 May 200 R1 108 500 ($110 850)

OSF provided funding of R1 108 500 (in two tranch&&®554 250) for three PSAM
projects running from 1 June 2002 - 31 May 2003s Dinant does not cover Project 1
(Case Monitoring), which is funded by FF.

Performance Monitoring Project Outputs:

* a public access database availablevarw.psam.ru.ac.zaroviding indicators

on the performance of Eastern Cape and selectemhabtlepartments for the
2000/2001 and 2001/2002 financial years.

* an analysis of the performance of selected depatsmi@ respect of their
access to resources, planning, management of ceEspuservice delivery

output, compliance with regulations and reportirgguirements. All this
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information will be published owww.psam.ru.ac.z&uture performance will

be benchmarked against these standards.
* a number of newspaper articles and research ptibhsaon the performance

of selected departments and their levels of sedéteery.

The PSAM’'s new website, including the Performancenibring portal was
launched on 19 May 2003 with information from th® Eastern Cape provincial
departments for the 2000/2001 financial year. Thees therefore, a delay with
regards to the publication of information about tperformance of national
departments and the publication of information be performance of provincial
departments for the 2001/2002 and 2002/2003 fiahyeiars. New time-frames were
then set for the publication of this informatiorward the end of November 2003.
However due to a high staff turnover in this projelecisions around the streamlining
of certain information had to be taken. Currentfys information is still not available
on the website, with the focus now being on MomitgrBriefs focusing on the big

service delivery departments — 12 provincial am#onal.

Public Admin Survey Project Outputs:

The findings of the public administration surveyrev@orkshopped with the relevant
public officials during September and October 200%.research publication

containing these findings called “Government cotiupseen from the inside. Public
official's perceptions of corruption in the Easteit@ape” was released in
Grahamstown on 20 November 2002. Copies of theeguiimdings were distributed

to the relevant government officials both provitigiand nationally.

Civic Empowerment Project Outputs:

» Public access web site atww.myrights.org.zacontaining information on

citizens rights, public officials’ responsibilitiend a template for registering
complaints about poor service and for reportings ast corruption and
misconduct.

» Hard copy of advice manual.
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The MyRights website was launched in East Londori®MNovember 2002. By the
end of December 2002, 8 genuine complaints had besgived via the MyRights
online complaints template and 23 complaints haehlreceived by fax from advice
offices mostly in rural areas of the province whahnot have access to the internet.
However, the completion of tHénow Your Right®ooklet was delayed. By the end of
the grant period, a first draft was complete andkwwoas continuing on the final
product. It had also been decided after consuitatibh interested parties, to translate
seventy percent of the copies of the booklet isiXhosa. This version would be
entitled Wazi Amalungelo Akhand was produced and launched during November
2003.

Due to project delays the money awarded by the @&¥-not spend timeously during
this reporting period. At the end of the grant péra rollover request of R173 547
was submitted by the PSAM to the OSF. This was tgdhfior a further 6-month
period until the end of November 2002, by whichgstall outstanding monies had
been spent and the majority of project targetseaeld. The OSF also allowed the
PSAM to retain an amount from this rollover budémt legal expenses for future
litigation. This amount does not have to be spatitivany specified time frame as it
is conditional upon future litigation expenses.sTtepresented a rollover of 15.66%.
The targets for both the Public Admin and Civic Ewverment projects were met by
the end of the rollover period. Due to human resewonstraints the outputs initially
detailed for the Performance Monitoring project &shelved and new, more focused

targets were set for the next funding cycle.

PSAM Funding Proposal to OSF Jan 2003

(Grant 02107: 1 June 2003 — 31 May 2004)

Project 1 — Case monitoring (Funded by FF)

Project 2 — Performance monitoring R1020000 28100)
Project 3 — Civic empowerment R 196600 ($ 19660
Project 4 — Advocacy and Communications

Total requested budget for 1 June 2003 — 31 May 200 R1 216 600 ($121 660)
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The OSF agreed to provide funding of R1 216 60Gwim tranches of R608 300) for
two PSAM projects (and the additional Advocacy &@awmmunications project) with
a starting date of 1 June 2003 and a completiom aaB1 May 2004. This grant does

not cover Project 1 (Case Monitoring), which isdad by FF.

Performance Monitoring Project Outputs

* A public access database available a@nvw.psam.org.za providing

performance information (structured to provide amsao 6 basic questions)
on the performance of Eastern Cape and selectednahtgovernment
departments for the 2000/2001 and 2001/2002 fishyeiars.

* The publication of annual Scorecard evaluationslfdrEastern Cape and 4

national government departments published venw.psam.org.za Future

performance will be benchmarked against these score
* A number of meetings/workshops with Eastern Capgidlaure Standing
committees and national Parliamentary Portfolio @uittees to discuss

performance related problems and PSAM scorecarda&ians

The key outputs for this project shifted during firevious reporting cycle, both due
to a lack of staff and a realization that a morategically focused effort would have
more impact. The focus of the project shifted te groduction of short-reports on
critical service delivery issues effecting the l1lastern Cape and 4 national
government departments. Due to ongoing problemk st&ff retention within this
project it was subsequently decided that the ptajeaild focus on the production of
Monitoring Briefs on the strategic planning of selected provinciatl sselected
national departments, and subsequent seé#oaitoring Briefson their performance.

The first set oMonitoring Briefswere due to be released during August 2003.

This project did however maintain a high impactfieowith both monitoring and
advocacy activities and a range of media intereastiin the Eastern Cape. The
project was also responsible for the coordinatioa presentation during July 2003 of
a series of road-show presentations across theerBasCape on “Building

Democracy”.
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Civic Empowerment Project Outputs

* Public access web site atww.myrights.org.zacontaining information on

citizens rights, public official’'s responsibilitiend a template for registering
complaints about poor service and for reportings ast corruption and
misconduct.

» Hard copy of MyRights advice manual.

The main change in focus during this period for @eic Empowerment programme
was the shift from the more routine maintenancéhefMyRights website, to active
involvement with partner civil society organizatoof(CSOs) in order to engage in the
selective monitoring of the public service delivenythe Eastern Cape. The Civic
Empowerment booklet in English and isiXhosa wasaséd during November 2003.
In August 2003 this project turned its focus to #akninistration of grant pay points,
and embarked on a project to inspect facilities, athminister a brief questionnaire to

grant beneficiaries, at a selection of pay-poictess the province.

In previous years the PSAM’s advocacy impact hadnbeoted to the Funders
subsequent to the event. That is, the PSAM didreguest funding specifically for
advocacy interventions, and advocacy interventiwese not included as strategic
objectives for the PSAM. However, with a high medgieofile, and a clearer
understanding of the role of the PSAM as an adwoaaganization, in the funding
proposal to OSF during 2003 a specific budget wgsested for the advocacy arm of
the PSAM'’s work.

Advocacy and Communications Project Outputs
*  Weekly newspaper column, tecountability Monitoy published in Eastern
Cape Provincial newspapers (currently publishedDaily Dispatch, East
London)
» Regular press releases in line with the key objestof the project
* A number of opinion/ comment and analysis piecedirie with the key
objectives of the project

» Regular press and radio interviews in line with abgectives of the project
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Despite much hard work on the part of the stathatPSAM, it became clear that in
order to make an impact it would be necessary ¢eesinate research findings to a
wider audience — and so the Advocacy and CommuaisaProject was established.
This project aims to disseminate the informatioonfrthe other projects through a
variety of media interventions in the form of, argenother things, press releases,
opinion pieces, the Accountability Monitor columwegkly in the Daily Dispatch)

and both radio and television interviews. This ecbjhas significantly raised the

media profile, and therefore the impact, of the RiS#s a whole.

Due to project delays the money awarded by the @& -not spend timeously during
this reporting period. At the end of the grant péra rollover request of R181 421
was submitted by the PSAM to the OSF. This was tgoafor a further 6 month
period until the end of November 2003 by which etadj outstanding monies had
been spent and the majority of project targetseaedd. This represented a rollover of
14.91%. The targets for both the Civic Empowermemd Advocacy and
Communications projects were met by the end ofrélever period. Performance
Monitoring continued to under perform, and curngrtie amount of Monitoring
Briefs has been reduced to 6 provincial and 4 natjowith the provincial Briefs

being edited during November 2004.

PSAM Funding Proposal to Ford Foundation 27 Auqus2001
(Grant 1000-1566-1: 1 October 2001— 30 Septemberd)
PSAM - Core Funding R2 282 140 ($ 200 000)

Case Monitoring Project Outputs

* a searchable public access database availablewomv.psam.ru.ac.za

providing a list of reported cases of corruptionl amaladministration and the
disciplinary responses to these cases

* a scorecard and analysis for each case that has dsely followed-up
rating the performance of the MEC, Head of Depantm€hief Financial
Officer and departmental accountant in compliandéh vtheir prescribed

duties (available under current caseswovw.psam.ru.ac.2a
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* anumber of publications on cases of corruptionrmathdministration and the

disciplinary responses of departments

From the written report-backs to Funders, it issddhat this project also experienced
HR issues. It had been difficult to attract a Pebjdead for this project, and whilst a
candidate was appointed in October 2003, he subs#guresigned citing a
reluctance to take on the onerous project and huesource management issues as
the reason. The project continued with only a sirmglsearcher. A second researcher
has been appointed to the project from 15 Nover@béd, and it is hoped that this
will enable the project to reach its full potentiihe database and website remain a
significant achievement, with much strategic refi@sing occurring and a new
website being launched during May 2003. By thisti#®1 cases had been entered on
the database, following a strategic decision takaing 2002 to shift the focus of the
project from providing scorecards to providing a renogeneral indication of

departmental responses to all reported miscon@ésetsc

In terms of the PSAM'’s internal allocation of fupdsnce the full amount was
received from FF up front, the PSAM budgeted tonspéhe amount in 3 equal
tranches per each year of the grant. However dseafting issues which affected the
amount of travel and project expenditure, the dguapportioned annual budgets
were not an accurate reflection of budgetary nelddsvever by the end of the grant
period ended 30 September 2004, most of the moadybken expended, with the
amount of $6 244 (R71 283.83) being requestedraliawver. This amounts to 3.12%
under spending which is a significant improvement the percentage rollover

requests for the OSF.

Since OSF funding was still being under-spent wittie grant period, the PSAM
sought to improve its performance management pdlicyan attempt to achieve
objectives and spend budgets timeously. The firegp she HR Advisor, with the
complete support of the Director, took in revisitige performance management
policy was to reassure employees that it was nsigded to control them. Rather, it
was designed to help them focus on the tasks afl hlarough prioritization of

competing objectives, and to encourage them tormi@ie personal development
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plans (Farnham, 2004) to complement their currkfissand knowledge base. It was
acknowledged by Management that the system of wephkrting was not conducive
to staff buy-in. These discussions were time comsgrso the PSAM decided to hold
strategic annual Indaba’s for the entire staffthise Indabas, sessions are held on the
various projects, as well as on HR issues. In Augi2002, at the PSAM’s first
annual Indaba, and on this occasion after two 6thipnperformance reporting

periods had passed, the staff continued to exphnegsdissatisfaction with the system.

Administrative and time burdens are two of the doteriticisms (Brown &
Armstrong, 1999; Furnham, 2004) of performance mgan®ent systems, and
certainly in the case of Skandia Life Assurance gamy (Skandia, 2000) they were
an issue. The same issues presented themselves BSAM. The work reporting
system was still in use, and it was onerous. Engaeyorgot to fill it in, and then put
in ‘estimates’ of time spent on different activitieThis meant that often the data did
not provide a true reflection of how employees $gheir time. The performance
agreements that had been negotiated in the firstcieles were long winded. They
included every aspect of the job profile, and mahyhe time frames were listed as
‘ongoing’. This meant that employees felt they donéver achieve a goal. This was a
problem of goal setting — since we know that gaalsbjectives need to be Specific,
Measurable, Achievable, Realistic and Time orienatadd these initial goals weren’t.
Employees ended up having to shift some time frar(tige to ‘unforeseen
circumstances’), and not being able to quantifyrtbentribution towards those that
were ongoing. Because the objectives were unadbievhut the Director was still
impressed by the input of the employee, the peagenbonus awarded and the notch
increase given was not necessarily a reflectiothefoutcome of the performance
agreement. This was perceived as unfair, and Radefnd/os (2001) note the
importance of perceived fairness of the appraisatgss to the employees. It was
difficult to know how the Director would respondttte employees work over the past
6 months, since the performance agreement was euwgsgmarily the basis for the
evaluative rating. Meetings with the Director wer@oriously difficult to come by,
and monthly meetings often fell by the wayside asrenurgent (FranklinCovey
Planner, 2005) PSAM work took priority. The usetloé HR Advisor (as external

consultant) as a monitor of the system was alseae, and in September of 2002,
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the researcher’s role became that of Office Managectompassing the role of HR
Advisor, on a permanent but part-time basis. Caratibn was given to the above
mentioned complaints, typical issues in dealinghwgerformance management
systems, emanating from the employees. Over thefeexmonths further changes to
the system, based on available literature and expees at the PSAM, were devised

and implemented.

It was agreed that each position at the PSAM shbeldjoverned by a Job Profile
(Example of: Appendix 2). Upon beginning work a¢ tARSAM the incumbent would
negotiate a Performance Agreement (Example of: Agpe3) with the Director, or
their line supervisor based on their Job Profilaeyl are also given a copy of the
PSAM'’s Performance Management Procedure (Appenyidetailing the guidelines
to the PSAM’s performance management system. Thi®rpgance agreements are
negotiated twice yearly for permanent staff, in eJusnd in December. These
performance agreements were initially cumbersonte detailed, containing all the
job profile information which included routine amdaintenance work that had no
predetermined level of output or standards. Thesigswas discussed further during
staff meetings and it is now widely understood Berformance Agreement should
contain only negotiated targets that can be reatlyethe individual in the next 6-
month period i.e. they must be SMART. The mordinguparts of the job that may
remain on the job profile but are not necessardyt pf the performance agreement,
do not fall away, but continue to be consideredhasbase-line necessary for the job
to function effectively. Since the PSAM’'s remuneatis above average (although
given responses to the interview schedules pregentéhe next section this is not
necessarily considered the case by all staff), sesiand notch increases are not
based on the achievement of the job profile, buthefjob profile in addition to the
goals and objectives laid out in the performanceament. Non-achievement of the
job profile is considered grounds for disciplinamgtion, in terms of non-performance.
Achievement of the job profile alone does not maaremployee will be rewarded in
any way other than their regular salary. A faukgwamption of the staff's perception
of above-average remuneration could be problemktstaff feel unfairly rewarded

then the performance management system could actl@sotivator.
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It was clear that setting out individual performantargets was a good way to
encourage staff to improve performance, but it dat necessarily facilitate the
smooth functioning of the PSAM as a whole. In somstances staff members
became focused on achieving a 100% bonus, and vmotldssist colleagues in need,
choosing rather to spend their time on their owalgidn fact, the worst case scenario
was that some employees worked on achieving thgéctives at the expense of their
colleagues needs. In terms of Brown & Armstrond899) perception of an effective
performance management system, this is where #eedadrintegrating individual and
organizational goals, whilst communicating the cesdues that the organization
intends to uphold is vital. To overcome this probleneetings were held and a set of
Core Values (Appendix 5) were drafted, and lateeeg upon, for the PSAM. These
were designed to focus employees away from solelyiesing their individual
performance agreement objectives, towards an ulashelisg of the importance of
working together to strive for common organizatiog@als. Because staff felt that the
measurement of core values might be too subjeatnage detail on their evaluation

was discussed (Appendix 6).

Another concern that was mentioned by staff was tthey felt overwhelmed by the

task of keeping track of what they had to achiewe flBow to manage their time, so a
1-day workshop facilitated by the FranklinCoveytitoge, was organized. This gave
staff some insight into how to prioritize their kasnto important or urgent categories,
and left them with their FranklinCovey Plannersjshhare to be used to capture work
related information. The Monday mornings PSAM staketing became less of an
opportunity for the Director to exercise controleovthe activities of the staff, and

more about employees making strategic intervent@mngheir various projects. They
are, however, still encouraged to detail any prsgréowards their performance
agreements, and any targets achieved. The Offiguiristrator records and details

the proceedings including staff member’s achievaminthe minutes.

To further assist staff to keep track of theirgress towards their targets, a Project’s
Co-ordinator was appointed in December 2003. Engaeyalso meet individually,
monthly with the Project’'s Co-ordinator to discuke time frames selected for the

goals and objectives and any problems encounteitid the achievement of their



72

negotiated targets. Employees are encouraged ¢og@dback on their objectives and
to be creative in identifying solutions to any pgevhs they may have to deal with.
The Project’'s Co-ordinator works with the employ¢essolve problems, and may
approach the Office Manager, if he considers ageti@ion of a specific objective
necessary. Due to the appointment of the Proj&mrdinator, the Office Manager
(the researcher) no longer plays as integral airotee minutae of the performance
management cycle, as she did initially. Howevee, @ffice Manager has not totally
relinquished the role of meeting with the employeemthly, but now focuses on a
more facilitative coaching role. Meetings with B#ice Manager are not as regular —
once a quarter and ad hoc — and focus more onrtidogees feelings about the
performance management system in general, and ¢heient periods targets as a
whole, more specifically. It is also an opporturfity the staff members to discuss any
external influences that might be affecting theiorky and to ask for support or

assistance in any area of their development.

Towards the end of the 6-month period an Employepdtation Form (Appendix 7)
is handed out to staff. They are requested to cet@phe form prior to the appraisal.
The idea is to focus on the match between the gmpk) desires and the
organizations requirements (Brown & Armstrong, 9% an attempt to integrate
individual and organizational objectives and toilftate the clarification of ongoing
psychological contracts (Argyris, 1960; Schein, @97These forms assist employees
to structure their thinking into specific categsrienabling them to discuss their
personal development plans and organizational goalstail during the performance
appraisal. The Office Manager completes a ProgRessrd (Appendix 8), detailing a
summary of the previous appraisal, including theéedany notches or bonuses
awarded and any comments. The Office Manager ctnsates from the Projects Co-
Coordinator re the monthly meetings and the minwkgshe staff meetings and
compiles a list, on the Progress Record, showingtwirogress has been made
towards the current performance agreement, andrates any areas of concern to
discuss at the appraisal. The interventions of(Qifiece Administrator in terms of
taking the minutes at staff meetings, the Proj&usordinator in terms of meeting
monthly with the employees, and the Office Manageterms of meeting quarterly

with employees, securing meetings with the Dirednrbehalf of employees, and
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summing up the reporting period in the ProgressoReare key to the effective
working of the system. These time commitments afatively onerous for both the

Project’'s Co-ordinator and the Office Manager.

The Office Manager also attempts to ensure thaPt#réormance Appraisal meetings
are scheduled timeously, with enough time to ma@h employee feel valued. The
Director meets with the Office Manager (the Offanager having met prior to this
with the Projects Co-ordinator for a briefing) floalf an hour before the appraisal,
running through the progress record, and highlightany concerns that need to be
raised at the appraisal. At an appraisal, the tiresand employee discuss the overall
job profile in terms of additions, deletions or etlrequested changes; they consider
the Employee Preparation Form; they discuss theyrBss Record and then go
through the current performance agreement steptdyy, $hey also go through the
core values which make up 20% of the total perforteareward. The employee is
asked to select a percentage — indicating how thel feel they’ve done towards
their actual performance agreement and towards |ldiplgothe core values. If the
Director does not agree, discussion continues w@gieement is reached. If the
Director feels that the achievement has been reabéek he might also propose a
notch increase. To ensure the link between perfoceand reward, the bonuses are
now also paid out twice a year. This results in gtadf being able to clearly see the
monetary reward for their performance. Accordind@MA (2004) the link between
performance and pay is often confusing, so the ewjiearly bonus payouts are
designed to facilitate clarity. IOMA (2004) also mten that communicating the
organization’s pay strategy is vital. Staff at A 8AM are aware of the pay system,
and all the relevant information is freely avaiklbin the internal network in a shared

folder.

Once the performance appraisal process has beemplateoh the Director and
employee agree on a time frame for the signinghefrtew performance agreement.
The employee must draft the performance agreemmhtiteen consult the Director
until consensus is reached as to the specific goadstime frames attached thereto.
The Office Manager previously assisted at every,sidending each appraisal as well

as assisting employees to draw up new performageements. However, with the
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introduction of the Project’'s Co-ordinator it isadnis role to attend the preparatory
meetings, with the Office Manager only attendingreal summary meeting before
staff draw up and sign their Performance Agreemehithough great inroads have
been made towards the setting up and implementingnoeffective performance

management system, it is understood that it nede tcontinuously monitored for
improvements, and updated with necessary changasanB& Thompson (cited in

Price, 2000) and English (cited in Price, 2000)entite importance of a continous

review and evaluation of the performance managesystem.

PSAM Funding Proposal to OSF Jan 2004
(Grant 02216: 1 June 2004 — 31 May 2005)

Project 1 — Case monitoring R3 464 499 ($ 533 0
Project 2 — Performance monitoring R3 564 50348 385)
Project 3 — Civic empowerment R2 077 332 ($399)
Project 4 — Advocacy and Communications R1 018 (85155 947)

Total requested budget for 1 June 2004 — 31 May 200R10 119 990 ($1 556 922)
The response from the OSF to the new 3-year bumigpbsed by the PSAM was not

favourable, and the submission of a 1-year budgstnequested.

In terms of the updated budget request the follgwias proposed:

Project 2 — Performance monitoring R500 000§9@0)
Project 4 — Advocacy and Communications R350 (808 830)
Total requested budget for 1 June 2004 — 31 May 200 R850 000 ($130 730)

The OSF agreed to provide funding of R850 000 io tranches of R425 000) for
two PSAM projects with a starting date of 1 Jun@4£2@nd a completion date of 31
May 2005. The first tranch expires at the end of@&nber 2004, and it is clear from
the financials that there will have been no ungemsiing. Again the Advocacy and
Communications Programme seems to have achievesetlbbjectives. However,
whether the Performance Monitoring Programme (Rtsjenow being called

Programmes) outputs were reached remains to be seen
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A brief analysis of the reports to Funders shows$rend in the improvement of either
under-spending or the achievement of stated Fumdewtputs. Rather than any
specific link to the Performance Management systesgems that for the more finite
projects such as the Public Admin Survey and tvecEGmpowerment Project, initial
time frames indicated were too ambitious, but thejgets were subsequently
completed within a further 6-month period. The Adaoy and Communications
project consistently delivers against objectivebe problem area seems to be the
Performance Monitoring Programme. It can be notext despite the development
and implementation of a performance managemenesystithin the PSAM, this
Programme continues to fail to achieve the outpeatut for Funders. It must also be
noted that despite the failure to reach these tbgs; the Performance Monitoring
Programme continues to make high-level high-im@citegic interventions on the
advocacy front. It is also worth pointing out tleae of the issues that arises from this,
is that perhaps the outputs detailed for Fundeosildhbe changed to include rather
more advocacy interventions and more realistic fiames in terms of data basing
and website maintenance. It is also significant t@ until this point in time the
Director has set the objectives for the Funder@ppsals without consultation with
PSAM staff. One core purpose of performance managesystems is the alignment
(Viedge, 2003) of individual targets with organipaal goals. This is difficult in
instances where the reports to Funder's are netregf to as a starting point for
Programme Heads performance agreements, and ieslieat inherent flaw in the
system. This has however been noted and in futeterbstrategic alignment is

anticipated.

PSAM Funding Proposal to Ford Foundation 14 January2004
(Grant 1000-1566-1: 1 October 2004— 30 September®@Q
PSAM — Core Funding R1 950 000 ($ 300 000)

Case Monitoring Programme Outputs:

» a searchable public access database availablevenpsam.org.zaproviding

a list of reported cases of misconduct, corrupiad maladministration and

the corrective steps taken in response to thess cas
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* anumber of media interventions on cases of caom@nd maladministration
and the disciplinary responses by government dejeauts - including press
releases, analysis pieces and contributions to PSAwdekly Accountability

Monitor newspaper column

With the money having recently been received fos grant, no report-backs to the
Funder have yet been written. It is noted howetlett the scorecard and analysis for
each case that was detailed as a programme ouatptevious funding proposals is no
longer included, with the focus being restrictedhe database and website as well as
the impact of the Programme, monitored and man#gedigh media interventions.
The scorecards were removed from the PSAM'’s objestbecause the requirements
of developing a score per HOD, MEC, and CFO welgssquently realized to be
unrealistic. It is hoped that in this funding cythe PSAM will improve on it's 3.12%
under-spending from the past 3-year cycle, andemehmore of the outputs detailed

above.

After considering the information presented in dbeve chapter, it does not seem that
the performance management system has had a deadhg on the achievement of
Funder’s objectives and/or the accurate expenddfiggant funds. There seems to be
no indication that the performance management sysiéher improved or worsened

the performance of the PSAM in terms of its achmeset of these specific targets.

4.2 The PSAM’s Performance Management System

Having discussed a chronological view of the dewelent of the PSAM’s
performance management system over time, this oseatoncerns the current
generation of the PSAM’s performance managementesysin terms of staff
perception. The information gathered for this déston was based on Section A and
B of the questionnaires with current and past gffpendices 9 & 10), the structured
interview with the Director (Appendix 11), ad hatarviews with staff during the last
round of performance management system meetingss@oplemented by personal
participant observation. Relevant themes emergiramfthe research will be
discussed in detail below. These themes represeeds of significant importance to

the staff in the development and implementationtlod PSAM’s performance
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management system, and would need to be considgresther NGOs intending

developing and implementing a performance managesysiem.

4.2.1 PSAM’s Organizational Culture

In collating the information collected from the gtiennaires (Appendices 9 & 10)
and interview schedule (Appendix 11) it was inténgsto note the varied initial
reasons that employees had for joining the PSAMh wie main reason that came
very strongly from nearly all staff being the desio work for an organization that
promoted transparency and accountability in goverea during a period of
transformation towards a newly democratized socidtygis was, on the whole,
consistent with the Director’s initial reasons fearting the PSAM. This is also
consistent with research done on employees at N@®Rish indicates that individuals
tend to work at an NGO because they feel a senpassion and commitment for the
cause of the NGO (Drucker, 1994). Mention was aisale of the desire to work with
the Director - his passion and enthusiasm for tlekvof the PSAM also provided
initial motivation to join the PSAM. Staff membessll with the PSAM unanimously
felt that they were achieving their work’s ambitoby continuing to work at the
PSAM. Authors such as Lewis (2001) feel that thsirgdeby employees to work at
NGOs gives them an advantage in terms of orgaoizaliculture in that the people
who choose to work there buy-in to the reason ferexistence. PSAM’s overall
mission and vision provides most staff with a geedson to go the extra mile, as
does their perception that their colleagues are atsnmitted to producing quality
work. In a description of the PSAM’s organizatiorwallture, the most often cited
descriptions included ‘dynamic’, ‘performance oteul, ‘stimulating’, ‘focused on
quality and excellence’, ‘participative’, and ‘infoal’. These views were consistent
between the Director and the rest of the staff. dilleure is a good blend of focus on
professionalism when work is the issue, but infdramal friendly during in-between

times.

The only negative-type comment to be included is 8ection was a feeling that
because performance and excellence are highly dialine staff sometimes feel
‘controlled’ by the system, and that results arbieced at some cost to personal

relationships. Never-the-less, even outsiders ltavemented on the ‘atmosphere’ at
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the PSAM, and most staff feel comfortable in thaterpersonal relationships with
each other. This open, dynamic environment providesackdrop against which the
performance management system operates, and, almasimously, staff feel able to
discuss performance issues without fear of retiebutwWith only one exception, the
staff and the Director felt that the performancenagement system supports the
PSAM'’s organizational culture. Despite not havirgyered organizational culture in
detail in the literature review, it is evident frothis theme emerging from the
research, that it is an important aspect for caratibn in the development and

implementation of a performance management sysiean NGO.

4.2.2 Main Purpose of PSAM’s Performance Managemergystem

Another area that raised some questions was then raen of the PSAM’s
performance management system. Whilst the Dirdtaor instituted it mainly as an
enabling framework to initiate HR procedures anacpces (Allan, 2001), giving the
organization a more formal structure, transparenapd clarity around role
expectations, staff had a wide and varied perceptib the main purpose of the
system. Staff cited their perceptions about the nmaim of the performance
management system aster alia “a structured management system that rewards
performance without personalizing issues”, “seaclebjectives for a specific period
and reward good performance” and “to maintain aimwver employees; to protect

the integrity of the organization”.

Since some authors (Murphy & Cleveland, 1995; Fanmh2004) detail extensive
reasons why the performance management systemdshotulbe burdened with too
many purposes, it might be necessary to clarifyr whe Director and current staff the
main aim of the PSAM’s performance management syst@ne common purpose for
employees seemed to be the usefulness of the systeraviding a focus and clarity
in terms of what is expected at work. Staff in gahdelt that the performance
management system was designed to enable thenartonpdre effectively, thereby
allowing them to be more efficient and effectiveti® jobs, and to produce a higher
quality and quantity of relevant work outputs. Allaff (as per table 1 (pg 79),
guestion 1) were clear on what was expected of @anork, although some were not

exactly clear on what was entailed in achieving vab@verage performance.
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Interestingly, past staff (as per table 2 (pg &@)gstion 1) seemed less sure of both
what was expected of them at work and what conetitabove average performance.
The author postulates that the possibility is that these staff members the
psychological contract had broken down to the extest the individual staff and the
organization were not in agreement over expectatibhe Director (as per table 3 (pg
81), question 1) however, was clear in his coneictithat he knew his job
responsibilities and how he would characterize goedormance for himself, for his
staff and for the PSAM as a whole.

Table 1: Research Interview Questions, Section A: @rent Staff

QUESTIONS YES MAYBE NO
1. Do you know what is expected of you at work? 9
2. Are you clear on what constitutes good/abpve 7 2
average performance in your job?
3. Do you have the right materials and equipment 6 2 1

(resources) you need to do your work
efficiently and effectively?

4. Do you see yourself employed at PSAM for the 7 2
foreseeable future?

5. Do you see career opportunities for yourself at 6 1 2
PSAM?

6. Are sufficient training and developmegnt 7 2

opportunities offered and supported by PSAM?

7. Are you satisfied with your pay package,|in 5 2 2
relation to your job responsibilities?

8. Do you Dbelieve that above average 6 1 2
performance is adequately rewarded through
bonuses and notches awarded via |[the
performance management system?

9. Does the mission/purpose of the PSAM mgake 8 1
you feel that your job is important?

10. Are your associates (fellow employeges) 9
committed to doing quality work?




Table 2: Research Interview Questions, Section A: Past Staff
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QUESTIONS

YES

MAYBE

NO

1.

Did you know what was expected of you
the PSAM?

2.

Were you clear on what constitut
good/above average performance in vy
job?

Did you have the right materials a

equipment (resources) you needed to do your

work efficiently and effectively?

Did you have sufficient
development opportunities
supported by PSAM?

training and 3
offered and

Were you satisfied with your pay package
relation to your job responsibilities?

L in 2

Did you believe that above averg
performance is adequately rewarded thro
bonuses and notches awarded Vvia

performance management system?

ge 3
ugh
the

Did the mission/purpose of the PSAM ma
you feel that your job was important?

ke 2

Were your associates (fellow employe
committed to doing quality work?

es) 3




Table 3: Research Interview Questions, Section A: The Direot
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QUESTIONS

YES

MAYBE

NO

1.

Do you know what is expected of you at worl

?

1

2.

Are you clear on what constitutes good/abpve 1

average performance in your job?

Are you clear on what constitutes good/abpve 1

average performance for all job profiles with
the PSAM?

n

Do you ensure that staff have the right material 1
and equipment (resources) to do their wprk

efficiently and effectively?

Are sufficient training and developme
opportunities offered and supported by PSAN

nt 1
n?

Do you feel that all staff at PSAM are fai

ly 1

remunerated given their levels of responsibility?

Do you believe that above average performea
is adequately rewarded through bonuses
notches awarded via the performar
management system?

ance 1l
and
nce

Do you believe that your associates (colleag

work?

ues/1

subordinates) are committed to doing qua‘lity

Further work needs to be done internally to the MSAterms of communicating the

main aim of the performance management system. BEmenmformation provided by

the staff and the Director, it emerged that a wideety of reasons were thought to be

the main aim of the performance management syssemior staff need to ensure that

they are unanimous in their understanding of whatxipected from the system. This

comes to the fore particularly in the light of thew roles of Senior Research Editor,

and Project’'s Co-ordinator as it is a short stepwben viewing these roles as
facilitative and therefore developmental, and asugive autocratic roles which might

be considered judgmental and evaluative. It is ingm that the there is no role

ambiguity in these cases.

It is also important that it is understood by stifét the performance management

system is not seen either as a solution to a wtarige of problems, or in isolation
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from other organizational systems. A common prob{&tarphy & Cleveland, 2001,
Farnham, 2004) with performance management sysisntbat they attempt to
address too many issues thereby losing their f@n providing fewer solutions
rather than more. On the other hand, viewing thernsolation runs the risk of not
understanding the environment in which they opeiate not taking into account the
various other systems that feed into them in teoimfor example project planning,
and the analysis and writing standards. Overbundgettie system might ultimately
make it ineffective, and so perhaps the evaluatind developmental components
(Fischer, 1997) should be separated out and bgmexx as two completely separate
systems. The PSAM does run the risk of attemptingd too many things with the
performance management system. There are manyetiff@iews as to the main
purpose of the performance management system,argidering it's role in judging
people’s performance, evaluating adherence to walees, notch increase and bonus
considerations, potential for promotions decisianaining and development issues,
implications for resource requirements as well dmsis for strategic organizational
considerations, this system is overburdened. Sepgraut some of the components
into different systems should be considered andntfaén purpose of the system

should be clarified and well communicated.

4.2.3 The Dynamic Nature of the PSAM’s Context
It has been noted that from the psychological emttonwards, the process of

implementing and maintaining an effective perforc@rmanagement system is
dynamic (Brown & Armstrong, 1999). It changes wiitle needs of the individual and
the needs of the organization, as well as in resptmthe external environment.

Because it has been made clear to staff that teersyis a living system which is
designed to improve continuously, staff have hadhance to consider their
suggestions for improvements to the performanceagement system timeously and
consequently there were some useful suggestiotieiquestionnaire answers. These
included ideas such as incorporating a priority ghiehg in the performance
agreement so that staff were able to easily idetitibse targets that had been chosen
as the most important, even if targets shifted gherities would remain the same

across the entire performance period. There was sdsne discussion around the
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changing and dynamic environment in which the pertmce management system is
set. In fact some authors (Brown & Armstrong, 19%®irnham, 2004) critcise
performance management systems in general beca@iséheo difficulty in
implementing a system that might look good on papéis occurred at the PSAM

due in part to the dynamic nature of the environmen

Some staff felt that the system should be desigode more flexible to enable it to
adapt more rapidly to changes and the re-priotitmaof tasks. The vast majority
though, felt that prior to the Performance Agreetsdieing signed, the priorities for
the next 6-month period should be clearly commuettaand that the Performance
Agreements should be detailed based on that infilwmalt was felt that once the
Performance Agreements had been signed major dmgatnd reprioritizations

should not occur and that goal posts should nahifeed.

Another recommendation was the peer evaluation aresm, whereby staff could
evaluate and be evaluated by each other. Peip@d1j§2considers 360-degree
feedback to be useful in providing a more holigticture of the employee. At the
PSAM, it had been noted by staff in previous perf@ance periods that the Director
may make an evaluation decision, but might not ss&a@ly come into close contact
with an individual’s performance on a daily basi® might therefore not have first-
hand knowledge of your day-to-day activities, ahé information that could be
provided by colleagues through the method of 3afrakefeedback might give a more

realistic reflection of an individual’'s performance

Whilst on the whole, staff felt that the systemistesl them in focusing on the task at
hand, there was a clearly expressed sentimentribalystem needs to be able to adapt
and change to allow for the fresh initiatives whagle often undertaken at the PSAM.
The staff noted with comments such as “the systembe better designed to take into
account the dynamic environment within which theARSis situated, allowing for
the flexible reprioritization of tasks”, and they&tem is very inflexible and doesn’t
take into account the numerous interruptions thle¢ place at a dynamic institute like

the PSAM”, that there is room for improvement af gystem in this area.
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4.2.4 Strategic Links

The alignment of individual goals and organizatiogeals is one of the important
aspects for consideration in the development oédopmance management system
(Sengeet al, 1995; Pettigrew, 2002; Viedge, 2003). Some stafétidhe importance
of linking in the performance management systerth&organizations’ longer term
goals. They mentioned that although the systemvalibindividuals to be measured it
also enabled the Director to “evaluate and mongia@gramme/project progress in
meeting broader organizational long-term objectises goals”. Mention was also
made of the dependant and integrative nature ofylseem, where many individual
goals are dependant on another individual’'s g@esyell as the organizations goals.
The Director himself felt that the performance ngeraent system needed to be
realigned to concretize project planning, effectiwrategic planning and

commitments to Funder’s performance appraisalraite

The Director indicated that the system had notlyeabrked for him on a strategic
level — and as noted previously, committed to atigrFunder’s goals and strategic
objectives into performance agreements for the metformance period. To be
included in this review of the performance managansystem should also be a
reconsideration of the organizations vision andsiais statement which need to be
further clarified to assist in communicating thegament of organizational and
individual goals. This will ensure that the syst@&mable to assist the Director in
achieving the stated goals and objectives of thgarmization. Improved business
results is one of the many reasons cited for st a performance management
system (Brown & Armstrong, 1999) and whilst it migiot be the primary aim at the
PSAM, efficiency and effectiveness do assist ini@ghg long term organizational

goals.

Although the system is primarily evaluative (Fisch&997), the Office Manager

specifically included a Personal Development Prathe Performance Agreement in
the hopes that it could be used by an individualntegrate their personal and
organizational goals to facilitate the achievemeingoals in the areas where these
overlap, and to assist in identifying training ate/elopment needs. The Director felt,

that in terms of motivating individual staff andadating them to achieve their own
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performance agreement targets, the system proadestful framework and tool. All
except one staff member felt that the system haistasl them in achieving set
performance goals. They found that the way theesystas implemented in terms of
clearly defining targets in their performance agrests enabled them to focus on the
task at hand. Staff also felt that the monthly nmegst required by the system
encouraged them to consider their performance targe an ongoing basis, rather
than leaving them to the last minute. This assistith their planning for the 6-month
period in terms of both time and other resourcestf 8id also mention though, the
numerous tasks that they become involved in duitieg6-month period that are not
agreed to on their performance agreement. In teavfmnachievement of Funder’s
objectives, it has been decided that a more integrapproach to commitments to
Funder’s vis-a-vis the performance management systeould be considered. In the
past the Director’s funding poposals and reporteeveeparate from the performance
management system. Veidge (2003) notes that ‘czgtianal alignment’ in terms of
a cascading effect within the organization fronatgigic goals to departmental goals

to individual goals, is of vital importance withenperformance management system.

4.2.5 Career Opportunities and Training and Develoment

From a brief analysis of the results of SectionTal{le 1 (Pg 79)), it is clear that the
vast majority of current staff feel that the PSA8/an ‘employer of choice’ in terms
of the opportunities offered, and support givenwadl as the clarity provided by the
performance management system. Also noted was ka dh@areer opportunities
(which is often the case in a small organizatienh some staff also indicating a lack
of the right resources (capital and/or labour) d¢otlokir jobs correctly. Most staff do
however, seem to be committed to working for thé&\MSor the foreseeable future.
Training and development opportunities offered iy PSAM were also seen by most
staff to be sufficient. The Director (Table 3 (PYBindicated that he was happy both
with the resources provided to staff by the PSAMI amth the developmental
opportunities offered by the PSAM.

Whilst Fischer (1997) mentions that a performan@magement system can be used
as a developmental tool, only one staff memberobtie entire current and past staff

felt that the Performance Management system midgy p developmental role,
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noting that it assisted in identifying “areas ofesgth and of weakness and
identifying development needs”. Few staff actuafigicated any link between the
training and development offered to them at the MSAnd the performance
management system. The Personal Development Ptiorseof the performance
agreement includes areas that the staff memberwiskyto gain more experience or
training in but from staff comments is not seen as integrated part of the
performance management system. The PSAM is comumnittedeveloping its staff,
and discussions around in-house training, or ttendance of external courses may
be discussed with either the Director or the Offidanager. Training and
development initiatives at the PSAM range from ratieg external courses,
workshops, academic qualifications, or internal kgbiops, courses or training
seminars run by external consultants. However, mhgwon the PSAM’s own
expertise makes the inclusion of internally run isems and/or training sessions as
well as the appointment of a Senior Research Editdrose main function is to
facilitate the development of PSAM’s Researcherggry important part of personal
development at the PSAM.

The PSAM endeavours to make the work situation SN as challenging and
enriching as possible, not only through the peréotoe management system, and the
provision of challenging work, but through an alund interest in the development of
their staff. A culture of openness and honestyaiifired and employees are often
surprised at the ways in which their honesty isaml@d often through job flexibility.
PSAM employees are also encouraged to developdader aspects towards their
personal goals. Currently, one employee is regdtéor a Diploma in Politics, one
for an M.B.A, and three for year long certificateucses. There has also been
attendance by staff at all levels within the orgation, at a variety of external
workshops including Project Management, First Amdl & omputer Courses, as well
as internal workshops run by external consultan¢tuding Emotional Intelligence
and Microsoft Projects. These are financially supgab by the PSAM, and time off
for course attendance is not begrudged, with etxtna being given for study and
exams. Despite all the training and developmeiiginies - which are very important

in our constantly changing world (Qunitalla & SaastRunde, 2000) — offered by the
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PSAM, further work needs to be done on integratingse into the performance

management procedure.

4.2.6 Communication

One comment and concern that was raised by mafify @iarent and past, in relation
to issues within the organization, is communicatidh is felt that better
communication systems should be adhered to andhtaame information should be
timeously communicated to all. The Director's coriments to Funders were not
necessarily communicated to the relevant staff ufficsent detail. It has been
recognized that it would be useful to spend maretcommunicating the objectives
outlined to Funders, and to incorporate them irte performance management
system by allocating specific targets to the spedfrogrammes and then breaking
these down further for each team member by incatpa them into their
performance agreements. Since many meetings vétkticplarly, the Director are ad-
hoc often the entire staff is not privy to the sanfermation at the same time which
sometimes causes confusion within the organiza#gain, note the importance of
the cascading of strategic objectives into departn{®rogramme) or indivudal
objectives (Drucker, 1961; Chang & Morgan, 2000edge, 2003; Bauer, 2004), as

well as the vital role played by communication.

Another point to note is that while the performant@nagement system did have top
management support - which is in many instancesisane with performance
management systems (Fischer, 1997) - a problemueter@d at the PSAM is
communication of a variety of details. Startinghwibe point that staff do not have a
common understanding of the performance managesysigm’s main purpose, and
including feedback to staff about expectations awtual performance, further
emphasis needs to be placed on communication & $#M. Communication also
plays a role in managing expectations (Poeteal., 1987) on both the part of the
PSAM and the individual employee. Whilst performameanagement procedures are
mentioned to potential new staff at the selectioterview, perhaps short-listed
candidates should be presented with more detah®expectation that the PSAM has
of them as new employees. Interview questions shaido include more probing

guestions about the employees expectations, terbgiuge suitable candidates in
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terms of organizational fit. There have been instan(particularly related to staff
who had started at the PSAM prior to the introductiof the performance

management system) of mismatched expectations.

4.2.7 Performance Management Procedure

Employees seem comfortable with the reporting systtaff seems to accept the role
of the Projects Co-ordinator in assisting them ttaim their goals by prioritizing,
drafting project plans and scheduling. They are rawthat his role is purely
facilitative and not judgemental. The Projects Cduwator reports directly to the
Office Manager (the Researcher). If a performarrodlpm is suspected he reports it
to the Office Manager, and either requests thansdet directly with the employee to
discuss it, or asks her to sit in on a schedulecdhthiyy meeting for clarity and
guidance. Staff seem aware that the Office Mandges not judge their performance
either, and that she has no input during a perfoomappraisal unless specifically
requested by either the Director or employee, Inly bstens to problems and offers
advice or solutions where possible. Employees krtbat they are ultimately
responsible for their performance and will be mead@against set objectives that they

themselves have negotiated for.

The performance management system is made up oia@ear of components. Each
of these must be up-to-date and accurate, in dode¢he system to function as it was
intended to. The job profile (Example of: Appendi) is a comprehensive list
detailing the activities that must be performed doparticular post. It includes both
routine and non-routine items. It aims to set duthee varied activities that a staff
member may reasonably be expected to undertakegdtine course of their job.
These are laid out in sections entitled Key Pertoroe Areas (KPAs). The job profile
also includes other key information such as minimeducational, experience and
skill requirements for the post. A job profile sitebwnly change if the essence of the
job changes. Should the post be vacant, the joblgrould form the basis of any

advertisements for the recruitment and selectidioitofe staff members.

The performance management system is designed wpéeted as a continuous
feedback loop, as per Bevan & Thompson and Engbsitth cited in Price, 2000),
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which flows from the vision and mission statemamtbiteam and then individual
objectives. These are then formally assessed, &s&dbhould occur followed by
review and evaluation of the system. At the PSAEIfgrmance goals are set at the
beginning of the period arising out of consultasidsetween the individual and their
supervisor. Meetings should be held within prograasrand/or with the Director as
often as is necessary for the programme to redtiee goals. To this end, meetings
with the Projects Co-ordinator are also frequeaing held formally monthly but also
on an ad hoc basis. Most staff also meet quantatly the Office Manager for a more
holistic discussion of ‘how they are doing’. Thesults and feedback from all these
sessions are noted and brought together by theeOMianager, culminating in the
formal assessment at the end of the review peAddost all staff, as well as the
Director, noted that either formally on informallgey had had the opportunity to
discuss issues around the performance managemseirsyluring the last 6-month
period. Most staff feel that the monthly review ipds with a 6-month formal
assessment is an adequate system for their nesdietailed in the Skandia Partners
in Performance system (Skandia, 2000), 6-monthign& assessments are evident in
the successful implementation of performance mamageé systems. At the PSAM,
those that had slipped through the net and notrhaxthly meetings felt that they
would prefer to have had them. It was noted thotlgt in the start-up phase of a
particular project, Programme staff would prefeaerly formal assessment reviews
with the Director.

The Director holds twice annual formal Performagepraisal meetings with the
Chairman of the Board. He felt that this was sugfit as he was able to judge from
others staff's performance how well the PSAM wasndoon the whole. He also
noted that he considered the quarterly Board Mgstito be a form of indirect

appraisal in terms of the PSAM'’s broader stratéggcis.

4.2.8 Performance Agreements

At the beginning of a performance management pgddch run from 1 December
to 31 May and 1 June to 30 November), a Programesatand employee negotiate a
performance agreement. It is agreed upon and sighearly setting out results that

have to be achieved in the specific reporting gkrithis is an important component
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of an effective performance management system ([B&dhompson, and English
both cited in Price, 2000). An unsigned copy is enavailable on the internal
network, and a signed copy (signed by both pattdbe agreement) is distributed to
the employee, the supervisor, the Projects Co-atdimrand the Office Manager. The
performance agreement is set out in terms of thg Rerformance Areas (KPA'S)
delineated in the job profile. It sets out the K&gsults Areas (KRA's) for each KPA,
that are designed to focus the staff members’ titenon the required results
specifically targeted for the performance periodlemreview. Not all KPA's will

need to be KRA's for each specific 6-monthly pemiance agreement, but all KRA’s

are drawn from the individual's KPA's as per theio profile.

4.2.9 Core Values

Another important aspect of alignment between iildial and organizational goals, is
the facilitating role played by well defined andegrated core values (Brown &
Armstrong, 1999). At the PSAM, Core Values (for mafetail see Appendix 5) -
which are quality of work, flexibility, dependakyli interpersonal relationships and
creativity/initiative - were first identified in @mber 2002. They are attached to the
performance agreement. The Director believes tiese core values are essential for
the successful continuation of the PSAM. They upihenow a person does their job,
and as such, form part of the basis for performapgeaisal (constituting 20% of the
total mark). With most employees agreeing thatcitve values are an integral part of
organizational life at PSAM, it was also reflectbdt the values are supportive of the
PSAM’'s organizational culture. The Director comnshtthat the core values
“reinforced the culture through the performanceeagrent process, by encouraging

people to reflect on ‘how’ they are performing”.

Some staff felt though, that the core values hadingmnsic role in controlling
employee actions. For example considering the ecah@e of dependability (meaning
that being able to rely on someone in terms of Ilo¢tr timekeeping and if asked to
do a task, that the individual can be relied onddaat without further supervision), it
could also be interpreted as meaning, as a stafiibee noted “youmustarrive at
work on time and be prepared to work overtime” whinas negative connotations. It

was noted that the focus on core values and thernializing of these provided
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external motivation for some staff. It was alsoeubthat in all except one instance,
staff felt that the performance management sysefleated the commitment to the

core values. In the future, specific skills anduesl may be included on a person’s
performance agreement (either from the set of eahges or from other skills/values

more specific to individual jobs).

There are some drawbacks with the core values, Vew8&ome staff resent the core
values, feeling that these are an infringementheir {personalities. In particular, the
Interpersonal Relations value, where individuakyfprmance is measured in terms of
their relationships with other parties is viewedhasome suspicion. However, some
people do have poor people skills (and low emotianeelligence) and need to
recognize that whilst this does not reflect poantytheir performance, it does impact
on their work relationships. In this regard, théroduction of the 360° feedback
system (Nelet al, 2001) or other peer review mechanism, which pwagposed by
some staff, might be advantageous. The researdhesitation in utilizing this is that
there are limitations to the process and individuaay feel they were being unfairly
picked on, if many negative comments arose. Indiisl might also seek to find out
‘who said what’, which would undermine the currepen and honest PSAM culture.
The inclusion of Core Values into a performance ag@ment system is set out as one
of the most important parts of developing the sys{Brown & Armstrong, 1999) but
as noted from the experience at the PSAM, is diffito get exactly right.

4.2.10 Meetings

Staff keep track of their tasks — both to do andalty done - in their FranklinCovey

Planners. The Planner is a comprehensive diananmgr where staff members can
prioritize their week ahead, note meetings and mano dates, keep track of progress
on items that may need to be followed up, and keepcord of what they achieve.
This should be used daily to record all pertingribimation. The status of tasks is
reported on during staff meetings. Individuals reto their achievement or

postponement of tasks they committed to last weekdetail their objectives for the

coming week. These staff meetings are held eachdeyormmorning, each staff

member contributes and the whole meeting is usuadiycluded within the hour,

unless ‘Any other business’ is mentioned. The staffeting enables each staff
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member to briefly assess their previous week’'s ggoahd comment on the
achievement or non-achievement thereof, and toioreany barriers to achievement
that they encountered. They note items that haee pestponed and those that have
been cancelled. The staff member then identifiskstand activities that they will be
carrying out in the coming week. The Office Admiragor takes the minutes of these
staff meetings, and these are distributed by theviing morning, thus enabling staff
to enter accurate meeting information and availgbihto their Planners. After the
staff meeting, the senior staff meet to discuswstsuch as recruitment and selection

issues and other items of a more sensitive nature.

Monthly meetings are held between the Projects @ozator and each staff member
monthly. These meetings are to draw the attentidheProjects Co-ordinator to any
problems that the staff member might be experienaiith the achievement of any of
their predetermined time frames due to issues mhight have been overlooked,
occurrences that were not planned for, or for a@hgrogiven reason. The Projects Co-
ordinator assists the staff member in rescheduhieg commitments and attempts to
prioritize their tasks to enable them to achiewartbriginal objectives timeously. The
Projects Co-ordinator takes notes at these meetewsding problems encountered,
solutions/advice offered and new commitments/tieneies agreed to. He also reports
back to the Office Manager on any issues that éks fare relevant to the achievement
of targets and the performance management systerwa®le. These also provide a
time for the Projects Coordinator to focus therditan of the staff member to any
tasks, activities or results that they may haverloe&ed (i.e. a two-way feedback

process). These meetings take the form of an irdbdiscussion.

Supervisors are requested to meet with their sigfbften as is realistic. Within the
Performance Monitoring Programme, weekly meetingsuo which feed into the
performance agreements. Since the Case Monitorimgl #&dvocacy and
Communications Programmes consist of only one stadmber each (although a
second Researcher has since started with the Cam@toking Programme in
November 2004), they liaise directly with the Di@con any issues that occur. The
support staff (such as the Projects Co-ordinatwe, @ffice Administrator and the

General Assistant) meet regularly with the OfficarMger. These meetings are all
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held with the specific aim of assessing and disngsgprogress towards the
performance agreement and issues around the jofiileprahe performance
management system and the core values. The Offarealyer is also available for ad
hoc meetings as and when necessary and attemptead with all staff at least

quarterly for a general discussion around individumaployee performance.

The formal pre-arranged meetings are supportedeahdnced by ad hoc meetings
between employees and their supervisors as wejuasgerly meetings between all
staff members and the Office Manager. Meetings betwthe employees and their
supervisors usually focus on the ‘nuts and boltsgetting the job done right, and
timeously. The meetings with the Office Manageraliyufocus on a more holistic
overview of the employee as an individual, and rtheieraction with both other
individuals within the organization, with the orggation itself, and with other
individuals external to the PSAM. These are lesstred round details and more

around stress levels, coping mechanisms and othssyres related to the individual.

At the end of the 6-month period, the staff memieets with the Office Manager
and either their Programme Head or the Directodisouss performance in a formal
performance appraisal review. At the outcome ofseéheneetings a percentage

performance bonus and potentially a notch may kerded.

4.2.11 Performance Appraisal

The performance appraisal is the formal assessthahtakes place at the end of an
assessment or review period (i.e. 6-monthly). Tta#f snember will be assessed
either by their Programme Head, or the Directothwie Office Manager present at
all appraisals. Assessments will be based bothhenab profile (in terms of entry
level performance) and the performance agreemanltu@ing core values). Claims
made by either party that show either sub par pedace or excellent performance
must be substantiated by the party staking thencl#rough information detailed
during staff meetings or monthly meetings. Thefstagmber is asked to complete a
self-assessment questionnaire (see Appendix 7)whie-mailed to all staff a month
prior to the final appraisal, and is also availatdestaff at any time on the shared

drive. This asks individuals to reflect on the 6ntins just passed, and to address
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specific issues or areas for focus over the nertodiths. The questions and their

answers will be discussed at the appraisal meeting.

The appraisal begins with a reflection of the jobfie (Example of: Appendix 2).

Any changes suggested to the job profile shouldydrgeric changes — for example,
items that no longer form part of the job descoptior additional items that do now
form part of the job description that were not poegly included. Structural changes
will need to be discussed at length before beindendob profiles should not include
items that will be concluded within a short timarfre. For example a job profile
should not state that the incumbent will produspecific report by a specific date. It
should rather say that the writing and editing ejarts as and when necessary will
form part of the duties of the incumbent. The sdcdem on the agenda in the
performance appraisal will be the staff memberdf-agsessment. Based on their
answers to the questionnaire a general discussionnd their strengths and

weaknesses, achievements and areas for developntidm held.

Next, items on the specific performance agreeméhbe considered in detail. After
going through the entire performance agreementranilg what has been achieved
and what has not, as well as barriers to perforeanc items achieved not originally
agreed to on the performance agreement (i.e. axkerabove the objectives negotiated
in the performance agreement), the staff memberheibsked to recommend a bonus
percentage to award to him/her self. The Prograritead/Director will take this
under advisement and either agree or continue ¢wtiage. Upon agreement the
bonus will be awarded and calculated out of a totéd0. The core values will come
up for discussion next, and based on the ‘evalonatiocore values’ document (See
Appendix 6), each staff member will be asked toravthemselves a score within a
specified range for each core value. These willdb&lled up out of 20. Together the
result out of 80 for the performance agreement #med result out of 20 for the
evaluation of core values, will be totalled to giaeresult out of 100. The Office
Manager is responsible for the recording of albrnation during the performance
appraisal and also calculates the percentagesdas/laen necessary. Once the total
bonus percentage has been agreed upon, discussisntd the notches. A notch is

the next (predetermined) step up on the PSAM'sgaleale, these scales and notches
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are available to all staff on the internal netwdrke point of departure is whether in
fact, any notch will be awarded. It is currentlg fholicy at the PSAM that no notches
are awarded unless performance is above averagms. ihfact means that
adequate/average performers might not keep upimfidtion if they do not receive a

notch increase.

If there is to be no notch increase, the apprasstilen concluded. If a notch increase
is to be awarded it is usually instigated by theeBtior, and the staff member accepts.
There have been instances in which staff membess teguested a notch increase. In
cases where the employee is able to make a goediuashas then been awarded by
the Director. However in instances where the Doeeand Office Manager felt that it

was not warranted, no notch was awarded. The erapl®ythen able to appeal to the
Management Board where the notch is either approvetie Director’'s decision is

upheld and it is not approved. At the final outcombst of bonuses and notches is
drafted by the Office Manager signed by the Dire@nd submitted to the Rhodes
University Human Resources Department and Sal®iesion for updating their

records and actual payment of the amounts.

4.2.12 Pay-related issues

The rationale behind the decision to not offerrdfation-indexed increase is that the
PSAM offers salaries that are competitive and sff toming into the PSAM are
initially offered an above-average starting saldryorder to maintain this level of
salary above average performance is required.mbans that an individual who does
not achieve satisfactorily according to their parfance appraisal does not receive a
notch increase, and is therefore, worse off in texhs. There is some debate in this
regard, as many staff feel that adequate perforenahould be rewarded by a single
notch increase. Notches are calculated at a rat#asito that of inflation — usually
between 7 % and 8 %. Staff feel that above avepag®rmance should be rewarded

by more than a single notch increase.

Not offering inflation-based notches was designedniotivate staff to achieve
performance targets. However, staff felt that tiesl the opposite effect - that they

were awarded a notch for excellent performance thmit this only translated into a
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salary which was keeping up with inflation, so fleeir hard work they were rewarded
by being in the same position. Staff felt that thss demotivating in some instances.
Maslow (1954), however, sets out that what motwaiee person might be a de-
motivator for another. So, the performance managemsgstem at the PSAM which
includes a focus on extrinsic rewards needs torenthat the various motivational
theories have been taken into account in decidihgter to implement inflation-

based notch increases in future.

The lack of clarity around expectations for thef@penance appraisal and how this
translated into bonus and notch figures was alsedaas an issue. It was agreed, by
most staff, that targets should be difficult taaattbut realistic — in fact, S.M.A.R.T.
The bonus percentage should then provide a fdeatedn for how an individual is
performing. As noted by a staff member “you carétfprm to an average standard
and receive 75%”. There was also concern from a $&f that the Director had
mentioned that “one cannot attain 100% in the perémce appraisal’. There seemed

to be no rational explanation for this comment.

Interestingly, the area of concern cited most ofigrcurrent and past staff (tables 1
(pg 79) and 2 (pg 80)) was the pay package, whiahynfelt was not in relation to

their job responsibilities. Another area of conceeemed to be the awarding of the
performance bonuses and notches which were notssatdy deemed to be an
adequate reward for above average performanceisessded above. The Director,
however, felt that remuneration packages at the NPSyere fair, and that above

average performance was rewarded adequately thithegberformance management
system. Despite the fact that the PSAM views itg paucture as market-related
which includes substantial rewards that are linteegerformance, there was a clear
indication from staff that based on their respaitigiblevels, many felt that either

they were not in fact being paid enough, that theards were not enough to justify
the performance required and that inflation indexetches should be considered.
More work needs to be done in this area with sooggesstions being an annual
inflation based notch, with further notches beingexed to performance, a ‘total
pool’ form of performance bonus where a total amaavailable for distribution is

decided on annually based on the performance of RBAM in achieving its
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objectives, of which a percentage is allocated d@cheindividual based on their
contribution, and further indexing or benchmarkiogentry level salaries against

other similar organizations.

Another key aspect that was noted by about halsta# was the link to the reward
system. The link between the performance managemgstem and the reward
structure seemed to be clear to some staff, in geombeing rewarded for the
achievement of set performance goals, but othéirthte the link was rather arbitrary.
Relevant literature is clear that the link betwegrmnformance and rewards must be
explicit (Porteret al., 1987; Hellriegelet al., 2001) if the rewards are to work as a

motivating factor.

4.2.13 Fairness, Bias and Ethics

In terms of the extent to which the results of erfal performance appraisal fairly and
accurately reflected an individual's performanck,staff (current and past) except
one felt that the performance appraisal systemfaiasand unbiased. Many authors
(Alfred & Potter, 1995; Price, 2000; Pettinger, 2P@ote that issues of fairness and
bias can cause problems within a performance mamagesystem. Most of these
issues did not arise at the PSAM, but in a fewamses they did. In terms of
unfairness it was clear that staff felt that somemgpammes had easier targets set and
were therefore able to attain them more easilyds also noted that there was a
tendency to focus on one issue in isolation dutirggperformance appraisal (often a
negative issue), rather than assessing performaveethe whole period. Only one
staff member felt that the appraisal results did farly reflect their actual
performance for the period under review. Here,aselt that the targets set had been
so unrealistic and ambitious that it was well-nigtpossible for the staff member to
achieve those. Never-the-less the staff memberviadked hard and achieved a
number of goals, but felt penalized in the acteaiew for not having achieved the
items on the performance agreement. A comment bthan staff member was “there
are however no recommendations given with regaadspérformance”, which
indicates a lack of feedback and harks back tasgiees surrounding communications
that are frequently cited by staff at the PSAM.fSigere also aware that if there are

performance problems, that the 6-monthly perforreamgpraisal is not the time for
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these to be raised for the first time. There shdwd nothing at a performance
appraisal that comes as a surprise to either thelogee or the Director/Office
Manager. In some instances, staff noted that tlaelyHad ‘surprises’. Both of these
latter items speak to feedback and communicatiath wdividuals wanting and
needing reassurance and support where necessaryDildctor noted that although
he personally had felt that the results from hifggenance appraisals had been fair
and unbiased, he recognized that these results eeggendant on the Chairman’s
ability to refute information passed on to him tmgb Director's Reports and
therefore a degree of rigour might be lacking. Hesvethis information is presented
to the entire Board quarterly and concerns or ssre raised in this forum. The
Director also felt that the outcome of the appilaissas a fair reflection on his
performance during the period under review butaditat because of newly instituted
procedures and practices the standards were ctigsthanging, and, in line with all
other staff members, the achievement of above geerasults would continuously
demand more rigour.

Despite a focus by authors such as Brown & Armsiri®99) and Rademan & Vos
(2001) on developing a performance managementraylsésed on ethical principles
this was not specifically considered in the devalept of the PSAM’s system.
However, based on the above results and the geoemainents from the staff, it
seems that staff feel that the system is based rorthical framework. Future
developments should take more cognisance of thiitant facet of a performance

management system.

4.2.14 Time Burden

The Director noted that the time and administrativeden related to keeping the
system operational was “reasonably onerous”. Hetliek it was difficult for him to
balance his time between doing the actual reseamnt of the organization, and
doing administration. He acknowledged the importaotkeeping the administrative
systems up-to-date, and the role of these systerfiseeing up more time in the long
run by having staff that are more able to achiémgrtgoals as determined by a well

run system”.
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Remarkably, because authors such as Alfred & P¢1@95) and Rademan & Vos
(2001) note the perceptions amongst individualg thgerformance management
system is time-wasting and administratively onerongst staff did not begrudge the
time that they need to spend completing the nepespaperwork, drafting

performance agreements, attending monthly revieetimgs and attending the formal
appraisal at the end of the review period. Modf &t that the system was worth the
time invested in it. Issues that were raised fecuasion included the completing of
the Employee Preparation Form (see Appendix 7 tevh&ff were unsure how much
detail and honesty was required), the amount oé tthat is necessary for detailed
planning before the performance agreement is sigtiete wastage involved in

redrafting and resigning when goal posts are shifend, in one instance a staff
member felt that “monthly meetings sometimes appeaievant” whilst another

noted “the Director did not grant proper time foeetings” which made them feel like
they were wasting their time. On the whole thougthff seem to be happy with the
time and administrative burden required to ensune system is properly

operationalized. The time burden is most oneroughenOffice Manager and the
Project's Co-ordinator as they have to ensure tleetimgs are called, held and
accurately documented. They must also ensure #hatant information is collated

into documentation for the performance appraisal.

4.3 Future Considerations for the PSAM’s Performane Management System

One important aspect of a performance managemestémayis that it should be
continually reviewed and evaluated (Bevan and Themraad English cited in Price,
2000). At the PSAM, staff are aware of the OfficarMger’s (the researcher) quest to
continuously improve the current process. Whilshynauggestions come from staff
in terms of revisions to the PSAM’s performance aggment system, there are large
areas where complete additions to the system reée tonsidered. These will be
discussed below. Both the new theory of emotiontalligence (Goleman, 1996) and
its impact in the work place, as well as the growftthe knowledge economy (Tobin,
1998) and the importance of the retention of batlbvkedge and the knowledge
worker given current economic and socio-politicahditions, are new areas where

future development will occur. In addition to thiee PSAM staff have recognised the
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importance of project management as a subset ofp@r®rmance management

system.

4.3.1 Emotional Intelligence (EI)

Setting the performance objectives, the time fréoneesults to be achieved, and the
key performance areas that will result in the ofbjecbeing achieved, are standard
operating procedures within the PSAM’s performant@agement system. Jacobs
(2001) recommends that added to this are the enatemmpetencies that need to be
developed in order for the goal to be achieved,noi¢s that the pay and promotion
link remains to the attainment of the objectivethmihe development of emotional
competencies being seen as a facilitative addifltre PSAM does not yet include
emotional competencies in their performance agre&neowever, and this is one
area where there is room for improvement in theatiffeness of the performance
management system. Having recognized the impartaficEl though, the Office
Manager (the researcher) arranged for a one daksiop at the PSAM which was
co-ordinated and presented by BevServe (2004). ptesented an opportunity to
raise awareness around the issues of El in the plade. Most staff had never heard
the concept of El before and this turned out tah@eliminary workshop to enable
staff to begin to understand the concept of EIl. Ewwv, no changes to the
performance management system were made, andléas that further work in this

area is necessary.

4.3.2 Knowledge Management (KM)

KM is another area that needs further considerakon the first time in the signing of
the performance agreements in June 2003, eachnséadiber had a new section on
their performance agreement based on the reteatidrsharing of knowledge within
the organization. For the period June to Novemio@32each Researcher and the IT
Manager (no longer with the PSAM), were requireditaw up Standard Operating
Procedures (SOP’s) or User Manuals which detait tiveplicit knowledge of their
jobs. These manuals are to be tested by externaluttants, and once verified, will be
utilized to train new staff members. The Office Mgar (with the assistance of the
Projects Co-ordinator) has been assigned the taslssisting the staff members to

draw up their manuals, and checking that progressnds the manuals is being
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made. The establishment of an internal networkaiglaase, to encourage employees
(particularly researchers) to share their netwadrkcantacts which includes a few
details of their last meeting/phone call, has &ksen implemented. This occurred due
to the appointment of an Advocacy and Communicatidlanager who was able to
coordinate the data-basing of networking detailewkelver, Mclnerney & LeFevre
(2000) indicate that KM is more than just a databafsinformation which is the main
point of departure for the PSAM KM initiative. Navthe-less it is a start, but further
work needs to be done in this area to ensure a lkedoge-enabled learning

organization.

4.3.3 Project Management

Another great stride was taken in the recognitibat tProgramme heads did not
necessarily have training in Project Managementichviwas also delaying the
achievement of the targets they negotiated on #rdopnance appraisals. So a
Projects Co-ordinator was recruited. He spends title each Programme, assisting
them to draft Project plans in the form of work dkdown structures and network
diagrams, and will soon be ready to channel thisrmation onto Gantt Charts for
them. In this regard, the purchase of softwaregiesl to draw up work breakdown
structures is being considered. This would be cdibjgawith Microsoft Office
Projects which could convert the information intar® Charts. Based on the number
of Projects the PSAM runs concurrently, the maminafting of this information plus
all the changes that occur, would be very onerdhs. Programme heads would then
be able to use the Gantt charts to check how Wwel} aire sticking to suggested time

frames at any given point on their project timeslin

To ensure that all Research and Support staff hayeod idea of the importance of
Project Management and a little insight into howvitrks, Mrs Brenda Mallinson
from the Information Systems Department at Rhodeisdisity was asked to design a
series of lectures specifically for the PSAM. Thegere recently completed. The
Programme Heads and Project’'s Co-ordinator alsmagd the Project Management
component of the Rhodes Investec Business Schooh MBogramme.  Future

performance agreements will be bound to very spegibject plans.
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4.4 Summary

In this chapter information was presented basefinoimgs from research done at the
PSAM. This research was mainly in the form of doeuntary evidence, interview and
guestionnaires and personal observation. Firsfigrimation gathered from funding
proposals and report backs was covered, which wpplemented by information
about the performance management system in plabe éime. This was followed by
a section detailing the main areas for considematio the development and
implementation of a performance management systaimeaPSAM. This was based
on themes emerging from the research. Finally ol bt future developments to the
PSAM's performance management system was presefede three main sections

were providing answers to the 4 first research aibjes presented by the researcher
in Chapters 1 and 3.
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CHAPTER 5: CONCLUSION AND RECOMMENDATIONS

This chapter represents the conclusion and recomiatiens of this case study.
Firstly, a summary of the PSAM case study is presknThis is followed by
recommendations in terms of further research tbatdcbe done into this area of
study, as well as some advice for other non-govermiat organizations (NGOSs) that

are intending to develop and implement performanasagement systems.

5.1 Summary of the PSAM Case Study

This research consisted of a case study on therpghce management system at an
NGO, specifically the PSAM. The main purpose of ¢hse study was to describe and
analyze the development and implementation of Bopaance management system at
the PSAM. This was done in detail in Chapter 4,ovhincluded a thorough review of
documentary evidence, interview and questionnam®rination and participant
observation to provide a detailed description andlysis of the development and
implementation of the performance management syftem its inception. This was
followed by an assessment of potential areas furéudevelopment of the PSAM's

performance management system.

After much consideration of the PSAM case studyrdsearcher concludes that the
introduction of the performance management systetheé PSAM, has, on the whole,
been a success. Contrary to envisaged outcomessyiem did not result in an
improvement in the achievement of Funder’'s objestibbut instead had a significant
positive impact on the overall improved focus aedrhing of the organization.
Currently the performance management system inatiparat the PSAM is based on
a combination of the Management by Objectives &edkey Performance Indicators
models. Because of the ambiguous nature of thetsrgnd the difficulty in setting
‘quantifiable measures’ this was possibly not thestbchoice of performance
management approach for the PSAM. As indicatedhen literature review, other
approaches such as the Balanced Scorecard couitlised. However, further study
into the changes that this approach would effecthencurrent system needs to be

done.
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The main findings that came out of this case stady that the development and
implementation of a performance management syséd@sttime and commitment

from all involved. Effective communication and dtate of trust are vital.

The PSAM has had a performance management polighage since October of 2001
and improved results in terms of efficiency andeefiveness are only recently
beginning to show. This was evidenced by the detexdh achievement of
organizational goals including the launch of theARIS MyRights Project in
November of 2002, the launch of the PSAM’s new wehis May of 2003, and the
PSAM Road show in August of 2003. It is likely thhese achievements would not
have been possible without the performance managesystem that facilitated the
structuring of the projects and time frames intalizable objectives. Since then, the
performance management system has become entreatlibd PSAM and it has
assisted in the achievement of far more object(iresduding a book entitled “The
Crisis of Public Health Care in the Eastern Cajple& PSAM’s weekly newspaper
column, theAccountability Monitoy the Know Your Rightsbooklet’ in 2003, as well
as the isiXhosa versioWazi Amalungelo Akhand the Paypoint Monitoring Report
(due for publication December 2004)) than would ehdeen possible without the
communication levels, and performance culture tiev underpins the work at the
PSAM.

However, perhaps more important in the long-run e side effects from the
learning that has taken place over time, which had a substantial effect on
organizational operations. For example, the PSAM thecided to use training and
development information to ‘grow their own timbemd seek to actively invest in
their researchers. This has seen a change intthelatof many researchers — moving
towards accepting responsibility and being heldantable for their actions. Staff of
the PSAM including the Director, have acknowledgleat the organization can no
longer function as a ‘one-man band’, where the @aeis the sole strategic decision-
maker and public face of the PSAM. Now, his tengetaccontrol is being replaced
by pride and trust in his employees, and the PSAM&earchers are beginning to

present at international conferences, and makéegtcainterventions to the likes of
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the Premier of the Eastern Cape, in their own righis builds researcher capability

and the long-term sustainability of the organizatio

The focus on training and development has led hherobenefits. The realization that
writing of reports by Programme staff was taking ttong and delaying the
achievement of targets (based on information pexidhrough the performance
management system), led to the introduction of RI$AM'’s internal writing and
analysis standard operating procedures (SOPs).eThese drafted by the Director
with contributions by other Senior staff, and wemerkshopped with all Researchers,
Senior Researchers and Programme Heads. The standare designed to give a
clear outline to the writing of documents from slepssues such as style, to the
logical sequencing of arguments. When, despiteetistandards, no great inroads
were made into the quality or efficiency of repartiting, the role of a Senior
Research Editor was conceptualized. The Senior dReseEditor’s role is that of
coach and facilitator. By editing work from the Brammes and explaining critical
comments, the role is strongly developmental. As i a recently created position
future observation will be required to tell howistworking. Another initiative that
has been adopted is the presentation by all PSAf st internal seminars. Every
second Friday has been set aside for these semiflagse aim to assist staff in
sharing knowledge and at the same time hone pwedgantskills. The first in this
series was presented by the Office Manager (treaareBer) and focused on the use of

the FranklinCovey Planners as a tool of the peréorte management system.

Whilst the employees are, on the whole, happieh wite current generation of
performance management system (as per the respogasg®red from the
guestionnaire as well as informal interviews witaffsin comparison to information
previously collected at the Indabas), which prosidbem with a useful tool for
continued self-assessment, as well as reflectiothein jobs and roles, it is clear that
there are areas for improvement within the systéhe Director acknowledged the
role of corporate type structures and systems lwatld allow the PSAM to work
towards its goals in a more efficient and effectivenner and felt that the PSAM had
benefited from the introduction of the performanognagement system. In

attempting to define the importance of the perfaroeamanagement system to the
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PSAM, staff were asked to comment on the assisténgevided in terms of the
achievement of set goals and objectives. Most dialif that the performance
management system provided them with a clear framewhat enables them to
achieve their goals and objectives. Some stafftfelt a clearer job profile would

contribute to the success of the system.

Despite the system not having a direct impact eratthievement of results, it has had
a great impact on staff, and has certainly highédhareas that require attention and
further improvements. The filter down cascade aesr&om two sides at the PSAM.
It flows from the job profile into the performanegreement and into the rewards
linked to the performance agreement. It also fldwsm the objectives set for
Funder’s into those set for the organization amhtimto the individual’s objectives.
Both sides of this cascade need to be reconsiderédcommunicated in more detail
to the staff.

5.2 Research Recommendations

In terms of the PSAM, it would be useful to repes research in a years time to see
if the inclusion of the commitments to Fundershia initial phases of the performance
management cycle improved on the achievement ofiéitstargets and the accuracy

of budget spending.

Whilst it was noted that the considerations in ttevelopment of a performance
management system presented in Chapter 2 were takenaccount during the
development of the performance management systehe #SAM, from the number
of central themes that emerged from the reseamiastclear that in this environment
there are other factors that need to be considéréslalso evident that most of the
criticisms aimed at performance management sysiangeneral, did occur at the
PSAM. These criticisms then seem to have implicatifor the development and
implementation of any performance management syskmther research into the
field of the use of private sector management fosjsecifically performance
management systems, in NGOs in South Africa woubdtly enhance the knowledge
available in this area. Also, as noted in the dikafig Report (2001), the concept of

the importance of creating a balance between ecmnamd social goals with the
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express aim of aligning the goals of individualstporations and society is growing
in importance. Performance management systemst assighe alignment of
individuals and organizations goals, in the be&trasts of both, perhaps an area of
interest for these systems in the future, partitylan the instance of performance
management systems for NGOs would be towardstiailg and integrating societal

objectives within the organization.

5.3 Recommendations to other NGO'’s

In the current South African climate where it ha&ei noted that a culture of non-
performance is prevalent amongst NGOs, the perfocmananagement system is a
useful tool that can assist an NGO in the achieveérogits targets. In today’s very
competitive markets, where NGOs can be seen tobwyeting with one another for
funding, the achievement of targets could be théerdnce between long term
sustainability and the loss of funding. Becausdgperance management systems can
be adapted to suit any organization, and based®rtdse study of the PSAM, the
researcher recommends the introduction of perfocmananagement systems into
NGOs where feasible. From the information providedgovernmental and academic
departments it is clear that these too could berefimn performance management

systems.

In introducing a performance management systemntdN&O, there are a few
important points to note. The development and imgeletation of a performance
management system takes time but the rewards agetéom. Having developed and
implemented a performance management system wéhmthin aim of achieving
certain primary objectives, these might only bechea after the system has been in
place for some time. However, during the procesdeseloping and implementing
the system other additional benefits that buildglberm sustainability might be
realised. Be prepared to make changes if the sydt&® not work exactly as planned.
Be aware of unexpected benefits and take advardhgeem. Even though NGOs
might not be focused on making a profit, to attéie Causes’ goals more efficiently

and effectively will mean having more of an impact.
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An effective performance management system regbugsn from all stakeholders if
it is to achieve the desired goals. Without comreithfrom top management a
performance management system will not function perly. Because the
organizations goals cascade down into individualg top management needs to be
supportive of the system. Employee buy in is aiepdrtant to enable the system to
work smoothly. Employees need to understand how #ral the organization can
benefit from the system so from the beginning geint involved. Workshop ideas
with them and continually ask for their input aeedback. Enablers of the system are

a culture of trust and an effective communicatipstesm.

In conclusion, performance management systemsssast @an organization to achieve
synergistic results. Just imagine what the Egyptiaauld have achieved with an

effective performance management system!
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1. INTRODUCTION

The effective management of individual and team performance is critical to achieving
the strategic objectives of any organisation. Performance management is about
ensuring that an organisation achieves its strategic objectives as efficiently as
possible through the efforts and performance of its members while at the same time
ensuring that staff members remain satisfied and committed.

Performance Management is a process that begins with translating the strategic
objectives of the organization into clear objectives for each individual. It is a much
wider concept than performance appraisal and comprises a set of techniques used
by managers to plan, direct and improve the performance of staff members in line
with achieving the overall strategic objectives of the organization.

With this policy, the Public Service Accountability Monitor (PSAM) aims to start a
process whereby performance management will form an integrated part of its
activities. The objective of this policy on performance management is to provide
guidelines for PSAM staff on how performance is managed and to explain the system
of performance management at the PSAM.

This Performance Management Policy is applicable to all PSAM employees. The
information obtained through the performance management system, shall be used to
inform decisions on probation, rewards, promotion and skills development of
employees.

2. GOAL AND OBJECTIVES

The goal of performance management in the PSAM is to appraise, manage, develop
and reward individual performance, in order to contribute to the achievement of
organisational goals and objectives, and thereby meet responsibilities to funders
while at the same time ensuring that staff members remain satisfied and committed.

In order to achieve this goal the Public Service Accountability Monitor has the
following objectives for performance management :

To establish a performance culture in the PSAM.

To enhance the attainment of PSAM’s strategic objectives.

To ensure that all staff members know and understand what is expected of them in

terms of performance.

To promote discussion about performance between staff members and their
supervisors.

To appraise performance fairly and objectively.

To identify and manage staff development needs and meet those needs where

possible.
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3. PRINCIPLES

Performance shall be managed in accordance with the following principles:

By a designated supervisor.

In a consultative, supportive and non-discriminatory manner in order to encourage
and support two-way feedback.

To enhance organisational efficiency by aligning PSAM objectives and strategic
plans to performance.

To minimize the administrative burden on supervisors.

In a planned way by setting regular dates for reviews and feedback.

In order to ensure the satisfaction and commitment of staff members.

4. ROLES AND RESPONSIBILITIES

All staff members of the PSAM are responsible for the successful implementation of
performance management. Specific roles of the Board of Management, Director,
Supervisor, Human Resource Advisor and Staff Members, are detailed below.

4.1 Board of Management

Design the performance bonus system and its linkage to particular levels of
performance.

Authorise the payment of performance bonuses.

Manage the Performance of the Director of PSAM.

4.2 Director

Ensure communication of Performance Management policy and procedures to all
staff.

Ensure that the Performance Management System is applied equitably and fairly and

that the processes followed is transparent and promotes administrative justice.

Ensure the existence of remedial support for poor performers.

Ensure that strategic/service plan for the department is in place and that goals and

objectives are cascaded through the organisation.

Ensure that the management of performance is in line with labour legislation.

Approve and authorise all performance agreements drafted between supervisors and
staff members.

Ensure that organisational performance is assessed at the end of each strategic

planning cycle to enable the assessment of individual or team performance in the

context of organisational performance.

Make recommendations of the awarding of bonuses to the Board for their approval.

4.3 Supervisor/Project Heads

Implement performance management in his/her project.

Ensure that job descriptions and work programmes are in place and that they are

aligned with the project’s objectives.

Ensure that all subordinates are informed of and understand the Performance
Management System.

Apply the Performance Management System fairly.
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Monitor job descriptions, progress reports and work programmes.

Ensure that fixed dates are adhered to.

Draft a performance agreement per staff member in consultation with each of them,

for approval by the Director.

Compile six-monthly reports on the performance of each subordinate and ensure that

these are submitted to the HR Advisor.

Provide staff members with the necessary assistance and support.

Create a climate where individuals recognise that their contributions are important
and valued.

4.4 Human Resource Advisor

File and maintain all information relating to performance management at the PSAM.

File and maintain all records of staff members of PSAM relating to their performance
management.

Summarise performance reports for supervisors to highlight critical areas.

On an annual basis, identify staff members who have attained their performance

objectives and are therefore eligible for a performance bonus and prepare a report

for the supervisor and Director to this effect.

Notify staff members who have qualified for, and received approval by the Board, for

the awarding of a performance bonus.

Instruct Rhodes University’s pay office to pay approved performance bonuses.

Monitor and evaluate PSAM performance on an annual basis.

4.5 Staff Members

Take responsibility for personal performance and be committed to securing personal

progress and development for the benefit of the organisation as a whole.

Take responsibility for their careers.

Commit themselves to personal development for purposes of advancement and
growth.

Strive to meet all work objectives.

Be prepared to receive advice and guidance.

Be willing to engage in and address any changes that may be required.

5. RECORD KEEPING

It is the responsibility of the HR Advisor to ensure that a written copy of the following
information is placed on the personal file of the staff member, with the understanding
that all such documentation shall be regarded as confidential:

The performance agreements.

The monthly reports.

The six-monthly appraisal.

Documentation pertaining to grievances arising in the context of performance
management, in accordance with the requirements of the grievance policy.
Documentation pertaining to disciplinary procedures arising in the context of
performance management, in accordance with the requirements of the disciplinary
policy.

Correspondence with staff members on the awarding of performance bonuses.
Correspondence with Rhodes University’s pay office on the payment of performance
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bonuses.

6. THE PERFORMANCE MANAGEMENT PROCESS

Performance will be reviewed on three levels, namely individual, project and
organisational. What this implies is that there are two processes operating
simultaneously in the organization, one concerned with organizational and project
level performance, and the second with the performance of individual staff members.

The Performance Management cycle is a one year period for organisational and
project performance, and will correspond to the financial year. Performance
Evaluation is done at the end of the Performance Management cycle as preparation
for the annual strategic planning meeting. Although it incorporates information
gathered from staff members’ monthly performance reports and individual
performance appraisals, it involves an evaluation of the year's performance of the
PSAM and its projects, rather than focusing on the performance of individuals. This
organizational level of performance evaluation is part of the strategic planning
process of the PSAM.

Individual performance will be managed in a six-monthly cycle, implying two such
cycles in a financial year. The Performance Management process consists of four
steps. Step 1 involves Planning for performance and focuses mainly at the
organisational level. Step 2: involves translating organisational objectives into
individual objectives and targets. Step 3 is the assessment of performance. Step 4 is
the performance feedback session between a staff member and his/her immediate
supervisor. These steps are explained in detail below.

6.1 Step 1: Planning For Performance

Both supervisor and subordinate should understand the strategic objectives of the
PSAM, the significance of performance management, how it is conducted in the
organization and what influence it could have on the staff member’s future.

The supervisor should communicate to the staff member how the strategic direction
of PSAM for the year translates into requirements for the project he or she
supervises and for the job of the staff member, in turn. Therefore, the following need
to be in place and up to date in order to be able to plan and manage the performance
of a staff member:

The strategic plan of the PSAM and the objectives for each project.
A job profile for the staff member’s job, which incorporates the job description and job
specifications.

6.2 Step 2: Individual Objectives

The Performance Management System links the objectives of the PSAM with the
operational activities of each individual to ensure increased efficient and effective
service delivery. Objectives or targets are the means of stating what is to be
achieved by an individual as well as how it links to the broader objectives of the
organisation. Objectives specify in precise terms how an individual is going to
contribute to the organisation reaching its objectives.
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In this phase of the process the expected results or outputs that the staff member will
be responsible for in the next 6 months are defined as part of the management by
objectives of the PSAM. In other words, these personalized objectives need to be in
line with the overall objectives of the PSAM.

Specific objectives and standards of performance must be defined. Performance
measures and indicators that enable the supervisor to assess the extent to which
objectives and standards of performance have been achieved must also be
identified. Both supervisor and subordinate must agree on the objectives, standards
and performance measures. Training, development and support that the subordinate
will need to enable him/her to reach the agreed upon objectives must be identified.

The objectives on which the staff member will be evaluated, should be established
through a process of consultation between the individual and the supervisor before
the commencement of the evaluation period, and should be clearly documented in
the form of a performance agreement for approval by the Director of the PSAM.

Objectives should be based on the individual's job description and should be
achievable, with expected outcomes, performance standards and time-scales linked
to each objective. In setting objectives, it is important for the supervisor and the staff
member to understand key characteristics of objectives. These are:

Specific: something to aim towards.
Realistic: within reach.
Clear: to avoid misinterpretation.

Measurable: to permit objectivity.
Acceptable: not imposed upon someone.
Reasonable: within one’s capabilities.

Flexible: revisable along the route.
Several: more than one but not too many.
Prioritised: line up in order of importance.

Deadlined:  with completion dates and interim targets.

6.3 Step 3: Performance Assessment

Performance should be monitored and assessed in order to:

Determine progress made or obstacles in achieving objectives and targets.

Enable supervisors and subordinates to deal immediately with performance
problems.

Identify and provide the support needed.

Modify objectives and targets.

Ensure continuous learning and development.

Performance should be reviewed both informally and formally.

Informal Assessment

Part of the process of Performance Management is the continuous monitoring of
performance by both supervisor and subordinate. The supervisor will meet informally
with the staff member as and when required to manage performance. In this regard
performance will continuously be informally assessed to enable supervisors and
subordinates to identify and meet development and improvement needs as they
arise.
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Formal Assessment

For effective performance management, performance must also be reviewed more
formally and systematically on a regular basis. Performance management aims to
optimise individual excellence and achievement in order to contribute to achieving
the organisational goals and objectives. Staff members should therefore be
assessed on the achievement of their objectives to evaluate whether the individuals
achieved these objectives and in so doing, contributed to the overall effectiveness of
the whole organisation. Formal assessments will take place monthly, with formal
performance appraisals being held bi-annually.

Monthly Assessments

On a monthly basis, the activities and plans of staff members are to be analysed.
For this purpose the staff member is to submit a progress report and revised plan to
the HR Advisor. This report should indicate the progress that has been achieved
over the past month on the objectives specified and set out a plan for the month
ahead. In addition, the number of hours spent on various activities over the month is
to be included in the report. This report will be analysed by the HR Advisor who will
highlight the main achievements as well as discrepancies between the previous
month’s plan and the report, for the attention and action of the supervisor.

Bi-annual Performance Appraisals

Two formal bi-annual performance appraisals must also take place. These appraisals
are a formal overview of progress made in reaching objectives and targets and
therefore involve the evaluation of the existing performance agreement.

Categories of Performance

The Performance appraisal will make use of the following categories of performance:

Unacceptable
Performance consistently fails to meet the requirements and standards expected of

the post. Objectives specified in the performance agreement are not attained. This
level indicates that the staff member has failed to deliver satisfactory results against
a significant number of indicators despite training, development and support being
provided to improve performance.

Acceptable
Performance meets the requirements and standards expected of the post. Most of

the objectives specified in the performance agreement are attained at a satisfactory
standard. The staff member is delivering satisfactory results against most indicators.

Good

Performance exceeds the minimum requirements and standards expected of the
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post. Most of the objectives specified in the performance agreement are attained at a
satisfactory standard and some have been exceeded. The staff member is delivering
satisfactory results against most indicators. Work is produced to a high standard.

6.4 Step 4: Performance Feedback Sessions

Following the formal assessment of performance by the supervisor, a meeting will be
held with the staff member to discuss the performance of the staff member in more
detail. This meeting is held to allow for feedback to the participant on his/her
performance and to allow the staff member to give feedback to the organization.

Monthly Feedback Sessions

On receiving the monthly reports from the HR advisor, the supervisor is to review it
and then meet with the staff member to:

Acknowledge good performance areas.

Discuss areas where there is a lack of progress, with the intention of identifying ways
of enhancing progress or counseling the staff member in this regard.

Finalise the staff member’s plans for the month ahead.

Bi-annual Performance Appraisal Sessions

In line with agreed objectives, the supervisor and subordinate must systematically
review the performance delivered within the specific period. The supervisor must
give the subordinate constructive and systematic feedback on his/her performance
and development over the specific period of time. Feedback must be summarized in
writing and signed by both parties. Staff members have the right to refuse to sign a
performance appraisal if they are not satisfied and should then use the grievance
procedure. During the review, focus should however not only be on what has
happened but also on why it has happened. Thus, the focus is also on the
development of the staff member, and counseling may take place where appropriate.
The information should then be used as a basis for making performance and
development plans for the next review period, which will be documented in the form
of a new performance agreement. Since the bi-annual performance appraisal
session also involves planning for the following period, it also entails the return to
Step 1 of the performance management cycle.

Managing Unacceptable Performance

Unacceptable Performance occurs when an individual on a consistent basis fails to
achieve an acceptable level of performance, despite receiving relevant support and
developmental opportunities.

It is expected that, as part of their role, managers and supervisors will monitor work
progress and continuously provide remedial and systematic support to assist staff
members to improve their performance. Meetings related to the monthly progress
reports and six-monthly performance appraisals provide valuable opportunities to
recognise performance problems and to provide coaching, counseling and other
remedial strategies at the earliest stages.

Managing poor performance should include, as a minimum, the following steps:
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Agree On Problem
Identify and reach mutual agreement that the performance of the staff member has
fallen short of the agreed objectives and targets.

Identify Reasons
Identify the reasons for the shortfall, but do not try to attach blame to anyone.

Agree On Action
Agree on corrective action that needs to be taken.

Implement Corrective Action
Identify and support the corrective action, for instance by making arrangements for
training or additional resources.

Monitor Progress

Monitor the staff member's progress and give feedback. It is also important to
encourage individual staff members to monitor their own performance and to identify
possible further action that could remedy their poor performance.

For staff members who only just meet, or fail to meet the required standards of
performance, a performance improvement plan should form part of the planning for
the following six-month period. This plan should clearly identify required areas of
improvement and expectations and strategies for improved performance, including
training. If after the implementation of the performance improvement plan the
performance of the staff member still does not improve, the supervisor in consultation
with the Director of PSAM may consider revising the job description of the staff
member or initiating disciplinary actions. Any of these alternative courses of action
will be subjected to discussion with the individual and their representative.

6.5 Preparation for Performance Management Meetings

In order to ensure the success of performance management meetings between
supervisor and staff member, both parties should prepare prior to the session.

Supervisor

The supervisor should prepare by:

Reviewing the objectives and targets contained in the performance agreement and

identify future objectives.

Considering support needed and draft training and development needs accordingly.

Seeking appropriate feedback from others (to support the review process).

Reviewing all relevant documentation.

Identifying internal and external factors that could have affected the subordinate’s
performance.

Staff Member
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The staff member should prepare by:

Reviewing previous (agreed upon) objectives and identifying possible new objectives.

Collecting supporting facts on performance delivered.

Identifying factors that affected his/her performance.

Identifying support that will be needed as well as possible training and development
needs.

Reflecting on the feedback to be given to the supervisor.

Meeting Arrangements

The appraisal should be conducted in a private environment, within a set period of
time. The agenda should include:

The monthly reports of the previous 6 months.

Content and outcomes of the previous six-monthly appraisal.

Establishing objectives for the following six-month period, including developmental
objectives.

6.6 Conducting Performance Management Meetings

For any performance and development management process to be effective there
has to be constructive two-way communication and interaction between the
supervisor and the staff member. If the nature of the dialogue and exchange that
takes place is to be meaningful and effective this interaction needs to be based on
openness, honesty and trust.

Building these dimensions into a working relationship is not always easy. On a day to
day basis staff members frequently feel unable to give feedback to their supervisor
regarding the ways in which the supervisor's behaviour or approach is supporting or
diverting the individual from their tasks.

The supervisor has a responsibility to secure the staff member's commitment to
achieve agreed upon objectives is sustained or improved by giving regular feedback
on work performance to the staff member. The supervisor should give regular
feedback by providing effective supervision and coaching, facilitating the staff
member’s ability to achieve agreed upon objectives. Regular feedback gives the staff
member an opportunity to improve, and enables both supervisor and staff member to
set new mutually agreeable objectives and standards for a staff member’s future
work performance.

Building two-way feedback processes into performance management meetings
provides a legitimate and regular opportunity for the staff member to give
constructive feedback to their supervisor on his/her performance and behaviour.

Two-way feedback serves the following purpose with performance and development
management:

Helps to enhance an individuals self-concept.
Enhances the individual's commitment to effective performance/motivates the
individual to be an effective worker.
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Addresses behaviour.
6.7 Managing the Performance of the Director of the PSAM

The Director is ultimately accountable to the Board of Management for the
performance of the PSAM. A performance agreement will be entered into between
the Chairman of the Board on behalf of the Board, and the Director. This agreement
will be of a year’s duration and will be drawn up after the strategic objectives for the
year are established. Performance appraisal meetings will take place on an annual
basis.

7. RECOGNITION AND REWARDS

Individual performance may be rewarded on the achievements of outputs as agreed
between the supervisor and staff member in the planning phase, and approved by
the Director. Recognition means formally acknowledging performance that is Good.
While high levels of performance can and should be recognized in a number of ways
such as meeting with the Director to have achievement formally acknowledged,
providing developmental opportunities, or verbal compliments, for Good
performance, performance bonuses will be paid to staff members annually, based on
the attainment or exceeding of the performance requirements laid down in their
individual performance contracts. Salary notch increments will be dependent upon
the attainment of at least Acceptable levels of performance. All monetary rewards
and salary notch increments are subject to the availability of funds.

8. GRIEVANCE PROCESS

Performance management encourages the development of consultation, co-
operation, trust, openness and work satisfaction. Adversarial approaches to conflict
resolution should therefore be avoided and efforts made to contain the issue at the
lowest possible level. Thus, should a difference of opinion arise regarding any
aspect of performance management, the staff member and the supervisor should
attempt to resolve the matter within the parameters laid out in this policy. If it is not
possible for the supervisor and staff member to reach an agreement, the staff
member can formalize a grievance and follow the procedure laid out in the PSAM
Grievance policy, to have the grievance addressed.

The grievance procedure and its relevance to performance management should also
be properly communicated to staff.

9. AMENDMENT OF THE POLICY

The policy on Performance Management may be reviewed as part on the strategic
planning process of PSAM. Proposals for amendments to the Policy on Performance
Management should be submitted to the Board of PSAM through the Director PSAM,
for the Board’s approval.
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Job Profile: Office Manager

Job Title: Office Manager

Position in the Organisation: Reports to the Director

Minimum Qualifications: University degree in Business Administration/
Management

Professional Accounting Qualification
Computer literacy

Minimum Experience: At least two year’s experience in a
Managerial role preferably within the
Finance or HR functions.

Overall Purpose of the Job
To assist the Director with Finance, HR and Management activities.

Key Performance Areas

Human Resources

Keep all Personnel records up to date

Liaise with RU HR efficiently and timeously

Maintain & Develop Recruitment and Selection procedures

Assist Director with Disciplinary’s, Grievance’s and Counselling
Maintain & Develop induction procedures

Maintain & Develop Staff Handbook

Maintain & Develop Job Profiles for staff

Liaise with staff as and when necessary

Maintain policies for grievance procedures, disciplinary procedures, performance
management, salary structures, leave etc

Monitor and evaluate the performance of staff

Keep abreast of new labour legislation and management best practice
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Monitor the implementation of PSAM projects and performance agreements signed
with researchers

Encourage and facilitate ongoing staff development and training

Support the Director in creating and maintaining a productive work culture

Performance Management

Implement, monitor and evaluate the Performance Management System
Liaise with staff monthly re their Performance Agreements

Document information pertaining to performance

Attend and report back on staff meetings

Financial Management

Ensure all PSAM information is accurately captured on Pastel
Check and reconcile at the end of each month with Rhodes figures
Attend to queries as and when necessary

Meet monthly with the Director to discuss financial implications
Adjust budget to mirror realistic expectations

Prepare quarterly PSAM financials for the Board meetings
Prepare PSAM Annual Report

Knowledge Management

Facilitate the development of user manuals for the various divisions

Facilitate the commitment of staff to the retention of knowledge within the
organization

Facilitate the development of an in-house db containing information & knowledge that
should be shared

Project and Time Management
Assist Director with ad hoc Projects as required
Assist staff members with project and time planning within their Projects

Miscellaneous Office Activities

Purchase tea & coffee for the PSAM

Arrange farewells and other in-house functions

Attend Board Meetings

Present the Financial Statements at the Board Meeting

Take minutes at Board Meetings for approval by the Director: PSAM
File all Personnel information

File all Funding information

External Liaison
Liaison with Rhodes University
Liaison with Board Members

Internal Communication

Attend and Participate in PSAM Strategic Planning Meetings, Weekly and ad hoc
staff meetings.

Interact and communicate effectively with all PSAM staff to accomplish job tasks and
responsibilities.

Provide detailed weekly work-plan and work report to the Director

Supervision received and limits on authority
The incumbent reports directly to the Director: PSAM. In the absence of the Director,
the incumbent reports to the Board of Management of PSAM, or any other person
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nominated by them.

The incumbent is to act only on instructions received verbally or in writing from the
Director, or any other person appointed by the Director.

Job Specification

Skills Required

Organization

Interpersonal and verbal communication skills
Literacy and Numeracy

Time Management

Management and Leadership

Personal Attributes

Empathetic

Objective

Courteous

Responsible and Dependable

Attention to detail

Trustworthy, with respect for confidentiality
Initiative

Performance Profile

The expected outputs are:

An up to date, user friendly and legally accurate, HR system

An up to date, rigorously accurate, financial system

A Performance Management system that incentivises staff to attain both their own
goals and PSAM’s goals

Good communication with internal and external parties

A streamlined, effective knowledge management system

Timeous completion of Projects

Attendance to miscellaneous items
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PERFORMANCE AGREEMENT: 1 June 2004 — 30 November 2004

Staff Member: Alexandra Whittington-Jones Job Title: Office Manager

KEY RESULTS AREA | PERFORMANCE RESULTS
ACTIVITIES
Human Resources ¢ Recruitment and e« Draft Recruitment and Selection
Selection procedures by 30 Nov 04

Staff queries

Check all Job Profiles are up to date
by 30 Nov 04
Organize  Emotional
workshop 20 July 04
Organize PSAM Strategic Planning
weekend by 31 Aug 04

Intelligence

Performance Management

Provide detailed
records

Collect information
Design systems

Signed Performance contract with

Office Administrator/Projects
Assistant/ General Assistant by 5
July 04

Assist all staff with new Performance
Agreements: 28 Jun — 2 July 04
Updated Performance Agreements
for all staff to be received and put on
shared drive by 5 July 04

Hold monthly meetings with all staff
re Performance

Financial Management

Liaison with Rhodes
University / Board
members/ Funders

OSF Rollover (48412) financials
completed as soon as money for
booklet expended

Produce monthly summary
statement for meeting with Director
Meet monthly with Director re
financials

Complete monthly financials within
10 working days of month end

OSF  (48414) first draft to be
completed by 31 July 04

OSF (48414) financials completed
as soon as all monies expended
Receive training on Rhodes Order
system by 31 August 04

Miscellaneous Activities

Keep filing cabinet up
to date
Office Move

Update and check entire filing
system by 31 Aug 04
Coordinate Office Move with Mbasa

Knowledge Management

Check KM db’s up to
date

Ensure Project KM
db’s kept up to date

Assist Bukelwa  with Office
Administrators SOP’s by 30 Nov 04
Design SOP'’s for Financial and HR
systems and procedures by 30 Nov
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Draft SOP’s for Office
Manager

04

Training & Development

Work towards final
year MBA

Hand in Literature Review 31 July
04

Get PSAM employee feedback re
guestionnaire by 31 August 04

Barriers to Performance

Personal Development Plan

Complete 3 Year MBA + Dissertation

Achievements attained not agreed to on PA

Signature of Office Manager ............cccocoviiiiiiiiiiiii e,

Signature of Director......................

Date of Next Review..................
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Performance Management Procedure
Supervisor and employee negotiate a performance agreement.

It is agreed upon and signed, clearly setting out results that have to be achieved in a
specified reporting period.

Staff keep track of their tasks — both to do and actually done, in their Planners.

These plans are reported on at Staff meetings, where the coming weeks plans are
also laid out.

Staff members are requested to clearly indicate if any tasks set on their performance
agreement have been completed.

Monthly meetings are held between the Office Manager and each of the Researchers
(in lieu of a Project Head), as well as the Office Administrator and Admin Assistants
(and between the Office Administrator and General Assistant), to assess and discuss
progress and problems on the job profile, the performance agreement and core
values.

At the end of the 6-month period, the staff member meets with the Office Manager
and either their Project Head or the Director, to discuss performance. At the outcome
a percentage performance bonus and notch may be awarded.

The components

The Job Profile : Is a comprehensive list of the activities that must be performed for
the particular post. It includes routine and non-routine items. It sets out all activities
that the staff member may reasonably be expected to perform in the course of their
job. These are detailed in sections known as Key Performance Areas. The job profile
also includes minimum educational, experience and skill requirements for the post.
The job profile should only change if the essence of the job changes. Should the post
be vacant, the job profile forms the basis of any advertisements for future staff
members.

The Performance Agreement : Is based on the Key Performance Areas of the job
profile. It sets out the KPA'’s that need to be focused into Key Results Areas, focusing
the staff members’ attention on the required results for the period. Not all KPA'’s will
need to be KRA's for each specific 6 monthly PA.
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Attached to the PA is the PSAM’'s set of Core Values (first identified December
2002). We believe that these core values are essential for the successful
continuation of the PSAM. They underpin how a person does their job, and as such,
will form part of the basis for performance appraisal (at the rate of 20% of the total
mark). In the future, specific skills and values may be included on a person’s PA
(either from the set of core values or from other skills/values more specific to
individual jobs).

Included in the PA is also a ‘Personal Development Plan’. This includes areas that
the staff member may wish to gain more experience or training in. The PSAM is
committed to developing its staff, and discussions around in-house training, or the
attendance of external courses may be discussed with the Director.

The Staff Meeting:

The staff meeting should present the staff member with the opportunity to briefly
assess their previous weeks goals and comment on the achievement or non-
achievement there of, and barriers to achievement that they encountered. The staff
member will bring the minutes of the previous weeks staff meeting to the current staff
meeting for this purpose.

The staff member should then give a brief indication of their plans for the week
ahead. These will be written up in the Minutes by the Office Manager, AND into the
staff member’s planner for prioritization.

The Planner:

The planner is a comprehensive diary where staff members can prioritize their week
ahead, note meetings and important dates, keep track of progress on items that may
need to be followed up, and keep up record of what they achieve. This should be
used daily, and updated into the Work Reports database weekly.

The Monthly Meetings:

These meetings are to draw the attention of the Office Manager to any problems that
the staff member might be experiencing with any aspect of their job. They are also a
time for the Office Manager to focus the attention of the staff member to any tasks,
activities or results that they may have overlooked (i.e. a two-way feedback process).
These meetings will take the form of an informal discussion.

The Performance Appraisal:

The performance appraisal is the formal assessment that takes place at the end of
an assessment period (i.e. 6-monthly). The staff member will be assessed either by
their supervisor, or the Director. Assessments will be based on the job profile and
performance agreement (including core values), and claims substantiated by either
party through information detailed during staff meetings or monthly meetings.

The staff member will be asked to complete a self-assessment questionnaire (which
will be handed out in the week before their appraisal), which will ask them to reflect
on the 6 months just passed, and to address the next 6 months. The questions and
their answers will be discussed at the appraisal.

The appraisal will begin with a reflection of the job profile. Remember that any
changes should be generic changes — items that no longer form part of the job
description, or additional items that do now form part of the job description that
weren't previously mentioned. It will then progress onto the staff members’ self-
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assessment, based on their answers to the questionnaire, which will then be
discussed. Items on the performance agreement will then be considered in detail.
Based on the above discussions the staff member will be asked to recommend a
bonus percentage to award. The supervisor/director will take this under advisement
and either agree or negotiate the actual percentage. The bonus and notches (if any)
will then be awarded.
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CORE VALUES

Quality Of Work

The PSAM encourages accurate, thorough, rigorous and efficient work (regardless of
volume), and the ability to meet standards of quality. Our general effectiveness of
regularly produced work and its quality (including speed, consistency and volume)
must be of a high level.

Flexibility

Performance under pressure and handling of multiple assignments is an important
core value at the PSAM. We respond to changing requirements and meet changing
technical needs. We are adaptable.

Initiative and Creativity

The PSAM upholds the values of initiative and creativity. We are resourceful to
deviate from the routine, develop and implement new methods, procedures,
solutions, concepts, and designs. We accept additional challenges and willingly
assist others. We are self-reliant, and demonstrate imagination, originality and self-
motivation.

Dependability

This core value underpins our Unit. We attend work at the required hours and are
punctual, reliable, and meet established schedules and deadlines. We demonstrate
commitment to the Unit and the Unit's goals, pay attention to detail, follow up on
progress of work, follow reasonable instructions and appropriate procedures, fulfill
our responsibilities and at all times, maintain confidentiality.

Interpersonal Relations

To work together we interact effectively and maintain a positive (cooperative and
considerate) relationship with our supervisors, subordinates, peers and others. We
are able to work with others, build teamwork, motivate and inspire others. We
willingly accept instructions and assignments and assist others to accomplish group
work objectives. We communicate by listening and understanding, as well as by
presenting information clearly.
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Evaluation of Core Values

1. Quality of Work

2. Flexibilty

(90 — 100%) Outstanding - Extraordinary volume of work completed
with exceptional quality. Looks for ways to improve productivity of
position, project, PSAM.

(75 — 89%) Excellent - Organized and in control of tasks. Consistently
completes a high volume of work in a timely and accurate manner

(50 — 74%) Satisfactory - Knows status of tasks. Meets deadlines,
and standards for accuracy and quantity. Makes efficient use of time
(80 — 49%) Less than Satisfactory - Sometimes loses track of
processes or tasks. Needs to improve quantity and/or quality of work
done

(0 — 29%) Unsatisfactory - Work is of unacceptable quality and/or
quantity and much must be redone. Requires continuous help in
completing assignments (narrative required — GIVE EXAMPLES)

(90 —100%) Outstanding — Able to change direction and shift focus
as the need arises. Is not phased by change, accepts and even
encourages it. Often initiates change. Accepts additional challenges
and willingly assists others in new ventures.

(75 — 89%) Excellent — Adapts well to unusual requests, changes
direction when required. Happy to try new methods and ideas.

(50 — 74%) Satisfactory — Usually responds well to changes and
requests. May offer resistance at first.

(30 — 49%) Less than Satisfactory — Shows resistance to change.
Prefers to work to predetermined schedule. Finds it difficult to change
direction or focus.

(0 — 29%) Unsatisfactory — Resists change. Will not deviate from
predetermined schedule and set tasks.(narrative required — GIVE
EXAMPLES).

3. Initiative and Creativity

(90 — 100%) Outstanding -ldeas display resourcefulness and good
suggestions for improving work methods
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(75 — 89%) Excellent — Able to develop new ideas, and new work
methods

(50 — 74%) Satisfactory — Assists in generating and developing new
approaches, responds well to change

(30 — 49%) Less than Satisfactory — Needs detailed instruction to
handle tasks. Does note generate or develop new ideas. Makes some
effort to change if directed

(0 — 29%) Unsatisfactory — Performs routine tasks without question
does not develop new methods. Unable to respond to change.
(narrative required — GIVE EXAMPLES)

4. Dependability

1) Attendance - consider absences, times arriving late, | ength of
lunch/breaks, and use of leave time

(90 — 100%) Outstanding - Arrives on time and begins work promptly.
Pre-arranges time-off with appropriate notice; does not extend breaks
or lunches

(75 — 89%) Excellent — Rarely arrives late or extends breaks or
lunches, pre-arranges time off with appropriate notice

(50 — 74%) Satisfactory — Mostly arrives on time and starts work
promptly, mostly does not extend breaks or lunches

(30- 49%) Less than satisfactory - Occasionally absent, late or
leaves early without appropriate notice

(0 — 29%) Unsatisfactory - Problems with attendance, punctuality or

misuse of leave time (narrative comment required - GIVE
EXAMPLES)
2) Dependability- consider degree of supervision required, and ability to

follow instructions and complete tasks

(90 — 100%) Outstanding - Anticipates and prioritizes work, clarifying
directions and timelines. Tracks and completes tasks in a timely
manner, without reminder

(75 — 89%) Excellent - Tracks and completes assigned work
independently after initial instruction and feedback

(50 — 74%) Satisfactory -Requires only occasional supervision to
adhere to goals and timelines

(830 — 49%) Less than satisfactory - Needs frequent supervision or
reorientation on job goals, timelines and procedures

(0 — 29%) Unsatisfactory - Needs constant supervision in order to
produce adequate work (narrative comment required - GIVE
EXAMPLES)
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5. Interpersonal Relations

1) Relationships with external parties — consider attitude , helpfulness,
knowledge, and communication skills towards customers, the
government, suppliers, funders, Rhodes University, the press and other
ngo’s

(90 — 100%) Outstanding - Represents the PSAM well, consistently
giving  courteous, knowledgeable and thorough service.
Communicates clearly and appropriately. Effectively deals with difficult
parties or with the delivery of a difficult message

(75 — 89%) Excellent - Positive and supportive of PSAM’s mission.
Gives accurate information. Exhibits patience with external parties.

(50 — 74%) Satisfactory — Polite towards external parties, with prompt
responses to requests

(30 — 49%) Less than satisfactory — Sometimes fails to respond to
requests of external parties. Information given out might be
incomplete.

(0 — 29%) Unsatisfactory - Does not convey a positive image of the
PSAM. May be impersonal or perfunctory in dealings with the public.
May give confusing or inaccurate information. Complaints might be
received from the public (narrative required — GIVE EXAMPLES)

2) Relationships with internal parties — consider effecti veness of work
relationships with supervisor, subordinates, peers and others

(90 — 100%) Outstanding - Responds with enthusiasm to challenge
and responsibility. Sees beyond own tasks to help fulfill the mission of
the PSAM. Responds positively to supervisor and others in the work
environment.

(75 - 89%) Excellent -Maintains courteous and cooperative
relationships with supervisor and co-workers. Accepts supervision,
change and feedback

(50 — 74%) Satisfactory — Polite and cooperative at all times

(30 — 49%) Less than satisfactory - Has occasional difficulty working
with supervisor, subordinates or peers and/or accepting constructive
criticism

(0 — 29%) Unsatisfactory -Resists direction. Does not cooperate in
accomplishing tasks or giving necessary information to others. Is, at
times, disruptive (narrative required — GIVE EXAMPLES)

Overall Performance Rating (based on results to above evaluat ion)

(90 — 100%) Outstanding — Overall performance is characterized by
exceptionally high quality and quantity of work. In the accomplishment
of position duties the employee assumes responsibilities which are
beyond the position requirements, uses job related skills in an
exceptional manner, requires substantially less supervision than is
typical for the position

(75 — 89%) Excellent - Overall performance is characterized by high
quality and quantity of work in the accomplishment of position duties.
The employee uses job-related skills in a more than acceptable
manner and requires a degree of supervision that is somewhat less
than typical for the position
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(50 — 74%) Satisfactory — Overall performance is characterized by
acceptable quality and quantity of work in the accomplishment of
duties. The employee uses job related skills in an acceptable manner
and requires a degree of supervision that is typical for the position

(30 — 49%) Less than Satisfactory — Overall performance indicates
the employee fails to accomplish assigned position duties and/or uses
job related skills in an inadequate manner, also requiring an inordinate
amount of direct supervision in order to produce work of acceptable
quality and quantity. The employee may possess the talent to earn a
higher rating if special training and coaching are given or if the
employee is transferred to another more suitable position

(0 — 29%) Unsatisfactory — The employee has had a reasonable
period of time (initiated by a documented evaluation of a Less than
satisfactory) to improve performance. Employee continues to fail to
accomplish assigned position duties and/or continues to use job-
related skills in an inadequate manner. Upon consultation with HR
Manager the employee will either be demoted or terminated.
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6-MONTHLY PERFORMANCE REVIEW: EMPLOYEE PREPARATION FOR M

This is a guide to help you prepare for a useful discussion during your appraisal. Please pass
completed form to the Office Manager after your 6-monthly Performance Review. This form

may help you: identify your current job strengths and needs, consider your career
interests and express your development needs.

NAME POSITION

DATE REVIEW DATE

1 YOUR CURRENT JOB STRENGTHS AND NEEDS

€) Which aspects of your present job give you greatest satisfaction?

(b) Are there additional skills developed elsewhere which give you satisfaction, but which are

not used in your job?

(c) Which of your job objectives have you done well? Why? (Main achievements)
(d) Which of your job objectives have you found most difficult? Why?
(e) Under what conditions do you work most effectively e.g. deadlines, type of manager,

working alone or with others?

) What are your key job skills and areas of strength?

(9) What skills or knowledge do you feel you lack?
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2 YOUR CAREER INTERESTS

@) What is your main career interest?

(b) What alternative career interests do you have?

(c) What work areas or activities do you think would lead to these?

(d) In what areas of work do you believe your job could possibly be in the next two/three years?

3 YOUR DEVELOPMENT NEEDS
Look over what you have said about yourself. Now, consider what actions and commitments
may be necessary on your part to pursue your work interest. Consider primarily the next
two/three years ahead.

@) What are your main development needs?

(b) What actions could be planned to meet these development needs?

(c) What additional education, training or experience do you need?

(d) Are there any other considerations you need to take into account to achieve these plans?

(e) Is there any more information you need to make a realistic plan, from your Manager or

anyone else?

ANY OTHER COMMENTS
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|PROGRESS RECORD

This form will be completed 6-monthly at the end of each review period, to measure

improvement and personal growth and to facilitate the awarding of the performance bonus
and notch increases.

NAME POSITION

LAST REVIEW DATE: CURRENT  REVIEW
DATE:

1 POINTS NOTED FROM LAST REVIEW:

2 PROGRESS TOWARDS CURRENT PERFORMANCE AGREEMENT
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3 OTHER AREAS REQUIRING DISCUSSION

4 PERFORMANCE BONUS/NOTCH INCREASE

BONUS PERCENTAGE

NOTCH INCREASE

5 NEXT REVIEW DATE

6 ADDITIONAL COMMENTS

EMPLOYEE'S OFFICE MANAGER’S
SIGNATURE SIGNATURE

DATE: DATE:
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Please print out the following questionnaire.
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Once all questions have been completed (SectiondASction B), please hand in to

the Office Administrator by 2% November 2004.

Thank you for your time.

SECTION A

The first 10 questions should be answered by teckime appropriate (either Yes,

Maybe or No) column.

QUESTIONS

YES

MAYBE

NO

1.

Do you know what is expected of you at work?

2.

Are you clear on what constitutes good/aboverames
performance in your job?

Do you have the right materials and equipmessgdurces
you need to do your work efficiently and effecti2l

Do you see yourself employed at PSAM for theseeable

future?

Do you see career opportunities for yourseHS8M?

Are sufficient training and development oppotities
offered and supported by PSAM?

Are you satisfied with your pay package, intielato your
job responsibilities?

Do you believe that above average performance

adequately rewarded through bonuses and notchesleay
via the performance management system?

D

a

Does the mission/purpose of the PSAM make yel tfeat
your job is important?

10. Are your associates (fellow employees) comuitte doing

quality work?
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SECTION B
Please answer all questions in Section B as fdllgassible, in the space provided.

1. Why did you choose to work at the PSAM?

2. Are you still fulfilling your motivation to worlat the PSAM as outlined by
your answer to 1. above?

3. If the answer to 2. is ‘Yes’, does the PSAM'sfpemance management
system assist you in achieving your goals and tilbgs?

4. If the answer to 2. is ‘No’, what changes woylou recommend to the
PSAM's performance management system that wouldtagsu in achieving
your goals and objectives?

5. How would you describe the ‘culture’ of the PSAM

6. Do you think that the PSAM’s performance manag@nsystem supports the
type of culture you have identified in 5. above?

7. Are the core values identified by the PSAM (defsbility, flexibility, quality
of work, interpersonal relationships, and creatiisitiative), supportive of
the above mentioned culture?
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8. Do you feel that the core values are an intguaei of organizational life at the
PSAM?

If the answer to 8. is ‘Yes’, give an examplewdfere you feel any of these
values has directly affected your behaviour inlést 6 months.

10. If the answer to 8. is ‘No’, identify other eovalues which you feel more
strongly underpin the workings of the PSAM, andegan example of where
you feel any of these values directly affected ybehaviour in the last 6

months.

11. What do you think is the main aim of the PSAM&rformance management
system?

12. Does the PSAM’s performance management systéectr commitment to the
above mentioned core values?

13. Do you have any recommendations for changdsythafeel might improve
the usefulness —either to yourself or to the omion — of the PSAM’s

performance management system?

14. Have you had the opportunity to discuss issuesounding the performance
policy with any relevant PSAM individual in the te& month period? Please
include in your answer whether any meetings helceviermal or informal in

nature.
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15. How often do you have performance review mesfin Please indicate
whether in your opinion, this is sufficient, too myaor too few.

16. Do you feel that the results and recommendstibom the 6 monthly

performance appraisals were fair and unbiased?

17. If the answer to 16 is ‘No’, why not?

18. Do you feel that the results and recommendstifom the 6 monthly

performance appraisals largely reflected accuraialyour performance over
the period in question?

19. If the answer to 18 is ‘No’, why not?

20. Do you feel that the implementation of the perfance management system

assisted you in the achievement of your agreecprénce targets? How was
it of assistance/not of assistance to you?

21. What is your experience of the administratind ime commitment necessary
for the performance management system?
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Please complete the following questionnaire.
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Once all questions have been completed (SectiondASzction B), please e-mail the
electronic version to the PSAM Office Administratyr 22' November 2004.

Thank you for your time.

SECTION A

The first 8 questions should be answered by tickimgappropriate (either Yes/Maybe

or No) column.

QUESTIONS

YES

MAYBE

NO

1.

Did you know what was expected of you at the MISA

2.

Were you clear on what constituted good/aboveraae
performance in your job?

Did you have the right materials and equipmeasdurces
you needed to do your work efficiently and effeety?

Did you have sufficient training and developm
opportunities offered and supported by PSAM?

ent

Were you satisfied with your pay package, iatieh to your
job responsibilities?

Did you believe that above average performansg
adequately rewarded through bonuses and notchesleay
via the performance management system?

a

Did the mission/purpose of the PSAM make you that
your job was important?

Were your associates (fellow employees) comuitte
doing quality work?
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SECTION B
Please answer all questions in Section B as fdllgassible, in the space provided.

1. Why did you choose to work at the PSAM?

2. Did the PSAM’s performance management systenstagsu in achieving
your goals and objectives, whilst at the PSAM?

3. If the answer to 2. is ‘No’, what changes wowlou recommend to the
PSAM’s performance management system that wouldtasthers to achieve
their goals and objectives?

4. How would you have described the ‘culture’ cf PSAM?

5. Did you think that the PSAM’s performance mamaget system supported
the type of culture you identified in 4. above?

6. Were the core values identified by the PSAM &helability, flexibility,
quality of work, interpersonal relationships, andeativity/initiative),
supportive of the above mentioned culture?

7. Did you feel that the core values were an irgtegart of organizational life at
the PSAM?

8. If the answer to 7. is ‘Yes’, give and examplevbere you feel these values
directly affected your behaviour whilst at the PSAM
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9. If the answer to 7. is ‘No’, identify other covalues which you feel more
strongly underpinned the workings of the PSAM, awde an example of
where you feel any of these values directly afi@gteur behaviour whilst at
the PSAM.

10. What did you think was the main aim of the PS#&Merformance
management system?

11. Did the PSAM’s performance management systdi@ctecommitment to the
above mentioned core values?

12. What were the main aspects of the PSAM'’s petéoice management policy?

13. Do you have any recommendations for changdsythafeel might improve
the usefulness —either to other employees or tootiganization — of the
PSAM’s performance management system?

14. Did you have the opportunity to discuss issai@sounding the performance
policy with any relevant PSAM individual in yoursia6 month period at the
PSAM?
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15. How often did you have performance review nmgst? Please indicate
whether, in your opinion, this was sufficient, tmany or too few.

16. Did you feel that the results and recommendatirom the 6 monthly
performance appraisals were fair and unbiased?

17. If the answer to 16 is ‘No’, why not?

18. Did you feel that the results and recommendatifrom the 6 monthly

performance appraisals largely reflected accuraielyour performance over
the period in question?

19. If the answer to 18 is ‘No’, why not?

20. Did you feel that the implementation of thefpegnance management system
assisted you in the achievement of your agreesprence targets? How was
it of assistance/not of assistance to you?

21. What was your experience of the administratarel time commitment
necessary for the performance management system?
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Once complete (Section A and Section B), pleasel lmaprinted copy or e-mail an
electronic copy to the Office Manager by“Sovember 2004.

Thank you for your time.

SECTION A

The first 8 questions should be answered by tickivegappropriate (either Yes/Maybe

or No) column.

QUESTIONS

YES

MAYBE

NO

1.

Do you know what is expected of you at work?

2.

Are you clear on what constitutes good/aboverames
performance in your job?

Are you clear on what constitutes good/aboverames
performance for all job profiles within the PSAM?

Do you ensure that staff have the right materiahd
equipment (resources) to do their work efficientyd
effectively?

Are sufficient training and development oppoities
offered and supported by PSAM?

Do you feel that all staff at PSAM are fairlyrmenerated
given their levels of responsibility?

Do you believe that above average performance

adequately rewarded through bonuses and notchesleay
via the performance management system?

2 S
a

Do you believe that your associates (colleag
subordinated) are committed to doing quality work?

ues/
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SECTION B
Please answer all questions in Section B as fdllgassible, in the space provided.

1. Why did you choose to initiate the PSAM?

2. Are you still fulfilling your motivation to worlat the PSAM as outlined by
your answers to 1. above?

3. If the answer to 2. is ‘Yes’, does the PSAM'sfpemance management
system assist you in achieving your goals and tilogs?

4. If the answer to 3. is ‘No’, what changes woylou recommend to the
PSAM's performance management system that wouldtagsu in achieving
your goals and objectives?

5. How would you describe the ‘culture’ of the PSAM

6. Do you think that the PSAM’s performance manag@nsystem supports the
type of culture you have identified in 5. above?
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7. Are the core values identified by the PSAM (defability, flexibility, quality
of work, interpersonal relationships, and creagiinitiative), supportive of
the above mentioned culture?

8. Do you feel that the core values are an intqomal of organizational life at the
PSAM?

9. If the answer to 8. is ‘Yes’, give and examplawbere you feel these values
have directly affected your behaviour in the last@nths.

10. If the answer to 8. is ‘No’, identify other eovalues which you feel more
strongly underpin the workings of the PSAM, andegan example of where

you feel any of these values directly affected ybahaviour in the last 6
months.

11. Why did you set up the PSAM's performance managnt system?

12. Does the PSAM’s performance management sys#ect commitment to the
above mentioned core values?

13. Do you have any recommendations for changdsythafeel might improve
the usefulness —either to yourself or to the ozmion — of the PSAM'’s
performance management system?
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14. Have you had the opportunity to discuss issuesounding the performance
policy with any relevant PSAM individual in the te& month period? Please
include in your answer whether any meetings helceviermal or informal in
nature.

15. How often do you have performance review mestin Please indicate
whether in your opinion, this is sufficient, too myaor too few.

16. Do you feel that the results and recommendstibom the 6 monthly
performance appraisals were fair and unbiased?

17. If the answer to 16 is ‘No’, why not?

18. Do you feel that the results and recommendstivom the 6 monthly
performance appraisals largely reflected accuraialyour performance over
the period in question?

19. If the answer to 18 is ‘No’, why not?

20. Do you feel that the implementation of the perfance management system
assisted you in the achievement of your agreedpednce targets? How was
it of assistance/not of assistance to you?
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21. What is your experience of the administratind ame commitment necessary
for the performance management system?
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