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ABSTRACT

This study sought to investigate employee perceptions of the implementation of the Employee Performance
Management Development System in a South African government department. Quantitative and qualitative
data were collected from employees in the department in the form of an on-line survey. The primary
findings reveal a large gap between the goal of the system and its implementation. The results of the study
indicate employees perceive the EPMDS to be an ineffective and inefficient system, largely because
supervisors and managers are not implementing it objectively. As a result, employees believe the system is
not fairly applied in managing their performance. The study makes a significant contribution by illuminating
the misalignment between the intent of the system and its actual implementation. It also points to
managerial bias and the focus on punitive action rather than rewarding performance according to goal
achievement and developing future performance. A major implication of the results is that the need for a
monitoring function as, as required by an EPMDS directive and framework. Employees perceive its
implementation to be unfair, marked by bias and punitive measures.

Key words: performance management systems, employee development, goal setting theory, government
departments

INTRODUCTION

Performance management systems are intended to ultimately improve employee performance. Organisations
spend considerable time and money in designing these systems, but implementation continues to prevent
them from achieving their goals. The disjuncture between the promise of such systems and actual
implementation is a problem for both the private and public sectors. In the case of public service in South
Africa, there is anecdotal information public service employees are not happy with the EPMDS and the way
it is implemented. An effective and efficient EPMDS is essential to ensure that both individual public
service employees and the organisation are on the same page in terms of its priorities. The ability of the
public service to achieve set goals and objectives through the effective management of employee
performance ultimately impacts service delivery and the quality thereof (Productivity SA, 2007, p. 27).

Previous scholars have argued that poor implementation and monitoring of the EPMDS has a great negative
impact on service delivery in the public service. According to (Werner, 2011, p. 117), the barriers that
hinder the effective implementation of EPMDS include (a) not enough feedback on individual performance,
(b) not enough manager support, (c) not enough resources and (d) no incentives. Well-designed EPMDS
include measures to eliminate the above-mentioned barriers and deliberates on how the manager and the
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employee must work together to improve employee performance. Clardy (2007, p. 339) states that barriers
to the implementation of EPMDS in organisations include (a) lack of appropriate principles for performance
management and development, (b) poor alignment of performance management processes with the strategic
goals and (c) risks of ratter’s errors in performance appraisals. De Cenzo and Robbins (2009, p. 119) explain
that an employee’s behaviour is based on the perception of the reality and may be influenced by the
perceiver’s attitudes, motives, interests, experience and expectations.

The employees’ perceptions on EPMDS have been detected on a number of research studies that have been
conducted on the effectiveness and the efficiency of the EPMDS in the public service, in almost all the
public service organisations and in all three spheres of government by scholars such as (Kuk, Banning and
Amey, 2010; Nzuve and Monica, 2011) and last but not least, (Panimalar & Kannan, 2013). However, not
enough attention has been given to evaluating the extent to understanding whether employees believe the
directives and frameworks of the EPMDS are linked to their actual performance and the expected
performance according to organisational goals. Therefore, the research focused on the perceptions of public
servants about the link between the EPMDS and its intended goals.

The research uses goal-setting theory to examine employee perceptions of the alignment between
organisational goals, the setting individual and the implementation of the EPMDS. According to goal-
setting theory, goals that are clear, specific and challenging are more motivating than vague goals or easy
goals. Aguinis (2013, p. 16) argues that the process of developing individual measures starts by taking the
strategy of the organisation and cascading the strategic objectives down through the diverse departments.
The EPMDS requires that managers use the system to not only set employees’ goals to align with those at
the organisational level but to then assess their performance fairly.

A questionnaire was used to establish employees’ perceptions on the effectiveness and efficiency of
EPMDS, particularly whether there is alignment between their individual goals and the organisational goals.
For this study, purposive sampling was used because the PLL Chief Directorate is the heart of GCIS.
EPMDS in the public service is perceived in terms of its capacity for effective and efficient public service
delivery, to enable a wide range of public servants in the society to deliver on developmental goals and
objectives of a country (lIssa, 2010, p. 2).

LITERATURE REVIEW

The EPMDS was introduced in the South African public service in 2001, through the Public Service
Regulation 2001, for all public service senior managers and employees other than members of Senior
Management Services. In fact, the system was developed to assist in providing a fair and equitable platform
upon which to identify under-performance and reward good performance. Therefore, as stated in the Public
Service Regulation 2001, the Performance Management and Development System is aimed at providing a
framework for performance improvement and development and creates linkages between individual
performance and organisational performance to improve service delivery.

DeNisi and Murphy (2017, p. 421) explain that EPMDS refers to a wide variety of activities, regulations,
directives, frameworks, policies, procedures and interventions designed to help employees to improve their
performance. These activities begin with performance appraisals but also include feedback, goal setting and
training, as well as reward systems. Therefore, performance management systems begin with performance
appraisal, then focus on improving individual performance in a way that is consistent with strategic goals
and with the ultimate goal of improving an organisation’s performance.

Performance management aims to ensure each executive authority for each department needs to determine a
system for EPMDS and that employee performance is a continuous process, aimed at positively influencing
employees’ behaviours for the achievement of strategic goals (Aguinis, 2013, p. 2). The need to measure
performance measurement internally and by stakeholders were outlined, including the improvement of
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accountability, strategic planning and goal setting, decision-making, and long-term goals and objectives.
The heads of organisations, senior managers and other employees should all be measured. It would
determine the correct activities, enhance efficiency, and understand and manage performance within an
agreed framework of planned goals, objectives, indicators and support incentives.

Singh and Twalo (2015, p. 9) suggest that an ideal EPMDS in the public service must help individuals to
acknowledge their weaknesses, realise their strengths and improve their skills, knowledge and attitudes.
Moreover, it should motivate an individual’s career growth through training and development. It should also
assist managers in identifying shortfalls and gaps in employment regulations, procedures and practices. It is
critical for any organisation to know and understand the way in which its employees perceive the efficacy of
the performance management system in place, since perceptions influence people’s judgements and attitudes
towards a particular phenomenon. The extant literature on performance management indicates that when
employees experience difficulties with the system, they are likely to form negative perceptions, which can
ultimately affect their performance at large (Fakharyan, Jalilvand, Dini & Dehafarin, 2012, p. 1-9)

Perception is described by (Warokka, Gallato and Moorthy, 2012) as a process whereby individuals
organise and interpret their sensual impressions in order to give meaning to their environment. The
intentions often differ, since every individual has different behaviours and thoughts. Generally, employees’
perceptions are confined by the organisational justice in the workplace and if they perceive the performance
management system to be unjust or unfair, it is likely to negatively impact on their work performance and
vice versa (Ketelaar & Koenig, 2007; Warokka et al., 2012). Consequently, individuals will only be satisfied
with a performance appraisal process that accomplishes the criteria of fairness, which is expressed by many
researchers as organisational justice (Warokka et al., 2012).

Managers are in a better position to identify when employees have wrong perceptions of employers about
performance management, through communication and consultation. Knowledge of this can allow them to
influence employees towards positively supporting organisational objectives. Elgana (2012, p. 57) is of the
opinion that what managers need is an understanding of how this factor affects a person’s view of the work
environment. De Cenzo and Robbins (2009, p. 119) explain that an employee’s behaviour is based on the
perception of the reality and may be influenced by the perceiver’s attitudes, motives, interests, experience
and expectations. There are various elements within both the work environment, encompassing factors like
the social context and timing, and elements associated with the subject, including aspects such as newness,
movement, auditory stimuli, dimension, backdrop, closeness, and resemblance, collectively impact
employee conduct (Oberoi & Rajgarhia, 2014, p. 3). Being able to identify and understand different
perceptions of employees can assist managers in implementing measures and systems to address negative
perceptions, which can have adverse effects on the performance of employees and the overall organisational
performance. Though effective and efficient processes are important in any EPMDS, the human factor is the
most important component, indicating whether employees perceive the system as effective and efficient.
The relationship between an employee and his/her manager is the key factor in driving those perceptions
(Oberoi & Rajgarhia, 2014, p. 3).

Fakharyan, Jalilvand, Dini and Dehafarin (2012) noted that performance management helps in the success
of the organisation, by realising the strategic purpose, and increasing effective and efficient working
processes through continuous improvement of an individual’s performance. Performance management is a
process that many organisations embrace and practise, however, there seems to be a perception that the
system is not being employed as intended. The system is often perceived as being biased and subjective,
with irrelevant criteria being used to appraise the performance of employees. In addition, the system is
perceived to be unable to provide feedback on time and there is dissatisfaction with the implementation of
the process. As a result, these perceptions of the system have a negative impact on the performance of the
organisation and its employees.

As the researcher briefly highlighted in the introduction above, the process of developing individual
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measures starts by taking the strategy of the organisation and cascading the strategic objectives down
through the diverse departments. Once managers of the different departments have set their goals and
objectives, each person in the department should be assisted by means of a cooperative goal-setting session
to set his or her goals and the associate measures (Aguinis, 2013, p. 16). Negative perceptions of employees
result in the perceived outcomes of the system not being realised. Rajendran (2008) agreed and stated that
once there is a negative perception, there is a significant influence on the overall job dissatisfaction of
employees and a decrease in the expected work outcomes in the form of work performance, commitment
and turnover intentions.

Employees are more likely to be receptive and supportive of the performance management system if they
perceive the process as a useful source of feedback that helps to improve their performance (Mullins, 2007).
The way in which employees perceive the system has an overall effect on the success of the system and the
organisation. The outcome of a performance management system for employees and the organisation should
include commitment, job satisfaction and improved organisational performance.

Naidu, Joubert, Mestry, Masoge and Ngcobo (2009, p. 9) states that factors such as the feeling of being an
important and integral part of the workplace, recognition, and the sense of belonging, all contribute to
employee morale and productivity.

Cho and Lee (2012, p. 6) add that employees of organisations that have higher morale arrive on time for
work, communicate better, waste less time on gossip, have higher rates of retention and are more creative.
This is underscored by (Lee, Scheunemann, Hall and Payne, 2012, p. 5) who argue that it is evident that
employee morale is very important in organisations, and if not effectively and efficiently managed, it can
have adverse effects on the overall productivity and performance of organisations. Lee, et al., (2012, p. 5)
also hold that motivation is a contributor to employee morale.

Goal setting theory

Goal setting theory was used as the framework for understanding the importance of linking organisational
goals to individual performance goals as part of EPMDS. According to goal setting theory, a specific goal
or target increases a person’s focus on what is to be accomplished versus not having one (Latham, Borgogni
& Petitta, 2008). A number of empirical studies have shown positive effects of goal setting on an
employee’s or a team’s performance (Locke & Latham 1990a). According to (Latham et al.,2008) ambitious
goals and strong self-confidence inspire individuals to seek out strategies that will guide them towards
achieving those goals. The impact of ambitious goals on performance is influenced by factors such as one’s
abilities, dedication, feedback, situational variables, and whether the job is seen by the employee as
conducive to personal growth. Sari (2018) also states that goal-setting theory underscores a crucial link
between performance and goals. Essentially, this theory suggests that organisational leaders set objectives,
which are then communicated to all employees through a collaborative goal-setting process. Building on
Sari’s perspective (Singh, 2010) also underscores that employee and manager performance is evaluated
based on the organization’s established goals and targets. The essence of the goal-setting theory’s
motivation is to grasp how the establishment and pursuit of precise, demanding objectives can efficiently
propel individuals towards greater performance and accomplishment, as elucidated by Steers, Mowday, and
Shapiro in their 2004 research.

RESEARCH DESIGN AND METHODOLOGY

This study utilised a survey comprising both closed and open-ended questions, each possessing distinct
advantages and drawbacks. Seliger and Shohamy (1989) as cited in (Zohrabi, 2013, p. 254) argue for the
efficiency of closed-ended questions due to their straightforward analysis. Conversely (Kumar, 2005, p. 132)
contends that closed-ended questions provide predetermined answer options, requiring participants to choose
the category that best fits their response.

Page 2001
www.rsisinternational.org


https://www.rsisinternational.org/journals/ijriss/
https://www.rsisinternational.org/journals/ijriss/
http://www.rsisinternational.org/

INTERNATIONAL JOURNAL OF RESEARCH AND INNOVATION IN SOCIAL SCIENCE (1JRISS)
ISSN No. 2454-6186 | DOI: 10.47772/1JRISS |Volume VII Issue XII December 2023

5, >
¢ RSIS ~

According to (Van Elst, 2018) quantitative analysis relies on the application of statistical methods.
Statistical analysis can be broadly categorised into two main types: (1) descriptive statistics and (2)
inferential statistics. Descriptive statistics primarily concern with portraying the characteristics of the sample
size, whereas inferential statistics are geared towards making predictions about the entire population. For the
specific focus of this study, descriptive statistics take precedence over inferential statistics, as the study
employs a purposive sampling method which gave focus on the sampled size. During data collection the
GCIS population size was 418 (GCIS Annual Report, 2020, p. 70). The number of employees in the Chief
Directorate: Provincial and Local Liaison was 110, which was used as a sampling size from the entire
population. The study purposively targeted individuals from remunerations level 2 to 14 who are familiar
with the EPMDS implementation and were categorized as follows:

Levels 13-14 (11 participants): SMS responsible for planning and formulating strategies.

Levels 9-12 (63 participants): Middle management involved in planning, formulating strategies, and
implementing planned programs and projects.

Levels 6-8 (28 participants): Operational and junior management employees responsible for implementing
programs and projects.

Levels 2-5 (8 participants): Clerical support staff to the Chief Directorate.

A total of 110 online questionnaires were distributed, with 51 participants completing them. However, two
respondents no longer fell within the chosen sampling categories and were excluded from the analysis.
Therefore, the perspectives presented in the analysis are based on the remaining 49 participants. While
quantitative data underwent processing using the Statistical Package for the Social Sciences, facilitating
numerical presentation through figures and tables, qualitative data analysis focused on identifying common
themes in participants’ descriptions of their experiences.

Research instrument

A questionnaire consisting of closed and open-ended questions was used to assess participants’ perceptions
of the effectiveness of the system and its fairness. The open-ended questions allowed participants to voice
their views and perceptions openly, without restricting them to particular questions or leading questions
(McMillan & Schumacher, 2010, p. 323). For example, one of the closed ended questions was, “are you
experiencing challenges during EPMDS agreements and performance reviews” and the open-ended
questions was, “What are the challenges currently experienced in EPMDS?” Please motivate your answer.”.
The questionnaire also contained questions about the demographic profile of participants (i.e., job level,
seniority, etc.). The questionnaire was administered online using Google Forms. The online link to the
guestionnaire was sent via e-mail to the prospective participants, to give their views and perceptions of
EPMDS. This approach allowed the researcher to maintain the anonymity of participants.

The necessary permission was obtained from the GCIS and participants gave consent to voluntary
participate in the study after they were informed about the purpose of the study. Respondents were assured
of their right to privacy and that their identity would remain anonymous. The researcher ensured that no
unethical tactics and techniques were used during the sending of the online link to the questionnaire, and
that participants were treated with dignity and respect. Ethical clearance was approved through the authors’
university. The also granted ethics approval for the researcher to proceed with the study, after complying
with all university requirements to conduct research. According to (Hennink, Hutter and Bailey, 2011, p. 63)
individual participants should be provided with sufficient information about the research, in a format that is
comprehensible to them and make a voluntary decision to participate in the research study. For this reason,
all purposefully sampled participants in this study were provided with a written consent letter, as part of the
online gquestionnaire, explaining the purpose and value of the research study. The informed consent letter or
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form also harnessed an understanding between the researcher and the participants at the early stages of
fieldwork in this study (Hennink et al., 2011, p. 192).

The researcher enhanced confidentiality by ensuring that the electronic data is stored on the researcher’s
laptop computer, where only the researcher has a password to access it.

Data analysis

e Data from the closed end questions was processed through the Statistical Package for the Social
Sciences (SPSS). This resulted in descriptive statistics that were used to summarise responses and to
prepare graph for interpretation. A content analysis approach was used to analyse the responses to the
open-ended questions. Participants answers to the questions were carefully read and group into
positive perceptions or negative perceptions. Thereafter, the researcher identified common themes
across the sample.

PRESENTATION OF FINDINGS

Figure 5.1 below shows that regarding the demographic composition of participants, 39% were male, and
61% were female.

Gender

# [ale

M remale

Figure 5.1 Gender discretion of participants

Figure 5.2 below examined the age distribution, 35% fell within the 18-35 years range, 47% were in the 36-
50 years bracket, and 18% were aged 51 and above.

Age

M 18-35

M 36-50

M 51 and above

Figure 5.2 Age distribution
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Figure 5.3 below shows an analysis of educational backgrounds of participants of this study, 6% held a high
school qualification, 29% had completed an undergraduate degree, while the majority (65%) possessed
postgraduate degrees or diplomas.

Level of education

M High School W Undergraduate WPostgraduate

Figure 5.3 Educational backgrounds

Regarding occupational levels figure 5.4 below elaborates that, 12% held senior managerial positions, 63%
were in middle management, 20% occupied lower management roles, and 4% were clerical support staff.

Management levels

M Senior Management M Middle Management M Lower Management M Clerical support

Figure 5.4 Occupational levels

Figure 5.5 below shows that in terms of professional experience, 61% reported to have 10 or more years of
experience, 27% had 6-9 years, 6% had 3-5 years, 4% had 1-2 years, and 2% had less than one year of
experience.
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Figure 5.5 professional experiences

Overall perceptions of participants in the PLL Chief Directorate: From the 100% of participants who
responded to the question on the challenges that employees are facing with the EPMDS in the Chief
Directorate, 9% are experiencing no challenges during EPMDS agreement and reviews, while 91% are
experiencing challenges.

The analysis above shows that the majority of respondents are experiencing more challenges in the EPMDS
agreements and reviews. These respondents are not happy with the way EPMDS agreements and reviews
are conducted in the Chief Directorate. Some of the concerns they raised are quoted below.

Participant 1 “Often the indicators are vague and pressure of work leads to rushed completion of these
processes by set timeline.”

Participant 2 “Officers would choose one indicator out of 5 in a KPA and want to give themselves 4s.
There’s bound to be a disagreement mainly because people want extra money. The other challenge is when
an underperformer is depressed ..."”

Participant 3 “That I may identify a gap and request assistance but don’t receive it.” Supported by another
participant stating that “the training I require is never carried out, which then defeats the purpose of
performance reviews”.

Participant 4 “The issue of resources is a problem especially for us working in regions that are closer to
communities ..."

Participant 5 “The challenge is when your supervisor requires a motivation for the work that you did. The
motivation part is irrelevant as it undermines the performance, rather rely on the narrative in motivation.”

Participant 6 “Sometimes people think it’s about money and they don’t want to motivate for the extra work
done because they say the money is too little anyway ...”"

Supported by Participant 7 stating that “the unwillingness of officials to submit their correct scores to
avoid writing motivations” .

Figure 1 below demonstrates that 91% of participants consider EPMDS to have challenges when signing
performance agreements and conducting performance reviews, while 9% of participants do not perceive this
as a challenge. Considering the views of participants in Figure 1, it is perceived by the researcher that
managers and employees do not share the same sentiment on EPMDS matters.
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Figure 1: Responses of participants’ perceptions on experiences during EPMDS agreements and reviews
Reasons of participant perceptions on experiences during EPMDS agreements and reviews

The open-ended questions allowed participants to voice their views and perceptions openly, without
restricting them to particular questions or leading questions. Figure 2 contains the results of the content
analysis of the participants views along with the resulting themes. The researcher developed first order themes
and aggregate themes to provide a consolidated view of participants’ perceptions of the EMPDS. Eight
themes were identified from participants’ narrative responses to the open-ended questions.

Unfairness: Participants described the manner in which supervisors and managers are able to manipulate
the system by being biased and punitive, without being subjected to consequence management and the
unfairness leads to the ineffectiveness of the EPMDS system.

Poor empowerment: Participants did feel empowered. Although participants would identify training
interventions to improve their performance, they were not being implemented by the managers and the
training department.

Lack of performance rewards: Supervisors, managers and the assessment moderation committees were
described as being inconsistent in the manner in which they apply the system, especially when awarding
performance rewards to the employee. Participants believed managers and supervisors have multiple
standards for assessing the same group of employees.

No clear performance targets: Data demonstrated that employees are not given clear targets.
Consequently, managers are able to set random targets, as and when they feel like, during the course of the
performance cycle. This causes challenges for employees as they are expected to perform according to their
signed performance agreements but instead have to deal with moving performance targets.

Lack of motivation: Participants believe the lack of ability of supervisors and managers to treat employees
equally gives rise to demotivation and unnecessary tensions amongst employees. Demotivation also leads to
the organisation not being able to meet the set organisational outputs/targets.

Poor compliance: The departmental generated computer systems to assist in improving the effectiveness of
the system are also not helpful. Instead, the systems are frustrating employees even further. Managers and
supervisors are also not effectively using the process by not continuously giving feedback to the employees.
Instead, they wait to do so during the assessment period.

Poor enabling working conditions: Participants feel supervisors and managers do not care about the
wellness of employees. Further, employees are expected to deliver while the required resources are not
provided.
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Participants’ Views EPMDS Themes Aggregate Themes

‘ I do think it is fair. | think it differs on the set targets and the .
criteria used to determine who qualifies.

’ No, it's more dependent on the views of your supervisor. 1

’ No, some people favour each other.

No, it is not fair, it is the manager that has the final say and our | [ {
inputs are not considered. | [

Not at all, as long as it's at the discretion of a supervisor or a

manaeer. | don’t think the process is fair. ‘ s Unfairness

’ I don’t know, but | do know people who motivate for the work ' \ [
they supposed to do and did it, but will still get performance with { |
nothing extra, according to me. I | [

. % i | |

| EPMDS s fair, however, supervisor and assessment committees | | |

implement it unfairly. A case in point, you will do the assessment — \

with your supervisor and agree on the scoring and motivation for ‘
that, only for the committee to overrule those scorings.

Sometimes it is not fair, because managers tend to score :
themselves higher than their subordinates, when actually for N / =
them to perform well in their duties, they need the assistance and e/
work done by their subordinates. Therefore, it is not fair that
managers are scored high while subordinates are scored low.

Pé;ticipants’ Views EPMDS Themes Aggregate Themes

/ \

It can, provided it is used optimally. /

It motivates employees as it creates healthy competition if
implemented correctly, also if there is a rewards system attached.

She understands it when it suits her and when it is going to work [ \
on her favour. | |

Yes, but there is a lot of biasness in the administration of the ’ '

| instrument. = = ) ‘
. 4 Bias Unfairness

Not all the time, sometimes the definition of going an extra mile | . |
is not explained clearly by a manager. They don’t clearly explain ! [ [
what it means when an employee is seen to have gone an extra [ [
mile in their work, employees therefore end up not putting in the [ |
effort, because they do not understand what is required of them | [
. to be recoenised as going an extra mile. v, \ /

The system is not applied fairly. ’ TN /

Employees who have not been giving their best during the
performance cycle tend to do better in their last quarter of the l
performance agreement, while other employees cry foul during
performance assessment as they fight to get higher score even if
they present poor performance.
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Participants’ Views

In the public sector, it is never fair. Like | said, managers use it as a

EPMDS Themes

tool to settle scores with the employees and prove their power.

It is better to know weak areas than not to. Given the mature
nature of my previous supervisor, she handled the interaction.

Is when supervisors trying to settle scores, during performance =

reviews, ignoring that to some areas of your performance you

Reprint, score settling and “dealing with you” attitude.

Punitive

Not exactly cause, one will mention a certain course that is
relevant to the job, but the supervisor will turn it down, by stating

some they don’t understand, but normally | believe the HRM has to
‘ strengthen the managers to attend the course of the EPMDS so

No. identified gaps are often not addresses i.e. in a form of skills
development, gaps are often identified but identified course is
often not provided to upskill employees and improve their

. performance.

There is nothing much except that skills development or short time
courses requested during performance are not provided.

Participants’ Views

That | may identify a gap and request assistance but don’t receive
it.

Training, awareness and
performance improvement

EPMDS Themes

The training | require is never carried out, which then defeats the
purpose of performance reviews.

" The unwillingness of officials to submit their correct scores to
avoid writing motivations. Secondly, even those who are awarded

Training, awareness and
performance improvement

bonus complain of the amounts they their receiving against the
effort of motivating.

You motivate for your work and bring all the necessary evidence,
supervisor or immediate manager agrees with you, when it
reaches the moderation committee, the supervisor or manager in
charge just decide to take down everything and not represent

. you.

" Currently not. Moderation at the end of the cycle should allow a
supervisor to, even if scores don’t add to a merit award, if he or
she feels the sum total of the assessment allows for a bonus he
or she as supervisor should be able to MODERATE ... not simply
follow the outcomes of scoring mechanically.

Presentation of employees on
performance assessment
moderation committee.

Aggregate Themes

| Unfairness

( Poor
Empowerment

Aggregate Themes

| Poor

' Empowerment

5 Lack of
Performance
Reward
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Participants’ Views

EPMDS Themes

It is sometimes difficult to get the difference of what is your
work and what is more than your daily tasks.

Normally staff will argue about the ratings or percentages of
a KRA as we are working in a very fast pace environment. Your
focus might be to spend more time on KRA1 but because of
other factors you had to spend more time on KRA2. The
system cannot be changed then to change the ratings as this
is fixed. We normally then motivate then why a person spend
more work doing KRA1L. Especially with Chief Directorate PLL.
We have to do projects —face to face events and when COVID
start that was completely stopped and we only focus on our
KRA1 to disseminate information electronically. Now the
evaluation creates a problem as the environment prevent us
from implementing our projects.

Often the indicators are vague and pressure of work leads to
rushed completion of these processes by set timeline.

Participants’ Views

\

Performance Standards and
Separation of responsibilities

EPMDS Themes

Yes and no. It is fair when a supervisor understands what is

expected of his/her subordinate and act accordingly when thereis | =

an overachievement. But when the said supervisor does not

| understand, employees feel that they are not taken seriously in

Not agreeing to some of the terms and conditions.

When the disagreement on percentages / score the employee

wrote versus the one of the supervisors.

Understanding, Flexibility and

W

If you have been promoted, you don’t qualify for a bonus

nonetheless that you have perform beyond expectations in both

| post. | think that should be reviewed.

It creates a competitive atmosphere amongst employees and

jealousy to those who do not get performance bonuses, it creates

the “us” and “them” situation.

No, the metric used to assess how you should score yourself versus

the percentage on your KPA is sometimes unrealistic.

Employee morale and
encouragement

Honesty, openness and

Aggregate Themes

/

— No clear
Performance
Targets

Aggregate Themes

Lack of
motivation
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Participants’ Views EPMDS Themes Aggregate Themes

‘ Electronic system and lack of support from IT.

‘ Being unable to capture due to a system era. ‘ 3 System Compliance

‘ The system in most cases it’s not user friendly. | Poor
— Compliance

Not really, the supervisor would only consult with the employee

when performance agreement and assessment are due for

submission and do use the EPMDS as tool to improve performance {

throughout the performance cycle. ‘ 1 Conduct Compliance

Officers would choose one indicator out of 5 in a KPA and want

to give themselves 4s. There’s bound to be a disagreement

mainly because people want extra money. The other challenge is

when an underperformer is depressed. The performance ‘ Employee Wellness
improvement plan is almost inhuman in that it really doesn’t take ‘

mental health that seriously which according to me is the biggest

Poor Enablin
performance hindrance. &

work
Conditions

The issue of resources is a problem especially for us working in
regions that are closer to communities. If a community decides to
vandalise your office, it takes a long time for the employer to
assist in providing resources, but on the other hand they still
expect you to perform.

Work Resources

Figure 2: Data structure of open-ended questionnaire

DISCUSSION

This section discusses the major findings and makes recommendations for how the EMPDS can be
improved.

Poor performance management training: Previous research has demonstrated the importance of training
managers for the effective implementation of performance management systems. Performance management
training is considered important in attempting to implement an effective EPMDS in the organisation.
Performance management training enables individuals not only to understand the rationale behind the
system, but also to understand its aim, objectives and how it is supposed to be implemented. One of the
challenges that organisations face is that some of the supervisors are not implementing the policy
effectively, because they do not fully understand it. It is the responsibility of the HR managers, in this
regard, to take lead of the training at all levels in the organisation, as an initiative to improve the
implementation of the EPMDS and also to fulfil the requirements of the EPMDS legislated frameworks on
the training of all employees. Furthermore, some of the respondents are of the view that managers and
supervisors are not taking the system seriously. In this case, training on performance management and
consequence management could be a solution in addressing the knowledge and skills problem, as well as
non-compliance with the requirements of the system.

Subjectivity: One of the findings of this study is that managers in the Chief Directorate are not sufficiently
fair in the manner in which they conduct performance appraisals. Some respondents mentioned that the
results of the appraisals are often not a true reflection of the performance of employees but are based on
biased supervisor-subordinate relationships. The managers decide to score employees well or badly based
on whether they like the employees on a personal level.

Negative perceptions about the performance assessment moderating committee: The main concerns
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raised by employees about the management and implementation of the EPMDS are the changing of scores
by the moderating committee without the consent of the employees concerned, and inability of the
supervisors and managers to defend the scores agreed upon at the moderation committee, whilst they are the
ones who witnessed the performance, since they daily managed and monitored it. This is demotivating as
employees are surprised by the changes in the scores, which they agreed upon with their direct supervisors.
Respondents reported that the judgements of the moderation committee are not consistent with the outcomes
derived from performance appraisals. Some outcomes are unfairly favourable to specific individuals and this
shows biasness, and victimisation of employees by managers seems to be a common factor affecting
employees’ performance in the Chief Directorate. This research shows that both supervisors and
subordinates are not honest and open with each other. Some participants are of the view that some managers
and supervisors favour certain employees, while other managers and supervisors use the process to settle
scores with subordinates who are not in agreement with them. Some supervisors feel threatened by
subordinates. Subordinates use the process as a means of getting extra money through performance bonuses.
The performance assessment period is viewed as a period of high tension between supervisors and
subordinates.

Lack of honesty and integrity: The findings revealed that a lack of professional ethics and integrity could
compromise the effective implementation of the EPMDS in government departments. The ethics and levels
of honesty and integrity need to improve in the system of administering the EPMDS. All public servants and
their managers need to have a mind shift when it comes to implementation of the EPMDS. They should
have an attitude geared towards implementing it with integrity and honesty.

Poor training and development: Employees in the Chief Directorate do not receive the required training to
improve their performance. There are budgetary training constraints in the organisation and, as a result,
training intervention identified by participants in their personal development plans and performance
improvement plans are not implemented in the Chief Directorate; employees are expected to perform at an
expected standard without being provided with the required training.

Poor communication and feedback on employee performance results: Another finding of this study is
that communication and feedback on the performance results of the individual employees is of the utmost
importance and needs to improve significantly. Managers should ensure that they constantly communicate
with their subordinates about their performance results and inform them about those areas that require
improvement. Due to goals and expectations being unrealistic and poorly defined, employees feel
demotivated and discouraged. Similarly, feedback is not delivered in a constructive and supportive manner
and leads to resentment of the EPMDS and conflict.

Lack of alignment of the EPMDS directives, organisational targets and the individual performance
agreements: One of the findings for non-effective implementation of EPMDS and poor service delivery is
that there is no link between EPMDS directives and frameworks, the organisational goals and the actual
individual performance. This gap created a huge backdown on service delivery matters. The Department of
Public Service and Administration (DPSA), as the custodian of the framework and the EPMDS developer,
does not have a mechanism in place to monitor whether the directives and frameworks developed are used
correctly and produces the required results; hence, managers and supervisors are able to manipulate the
system to serve their personal interests.

CONCLUSION

The purpose of this article was to assess the perceptions of employees in the PLL Chief Directorate in the
GCIS, on the effectiveness and efficiency of the EPMDS and its implementation. The imperial findings
above clearly show that employees in the PLL Chief Directorate of the GCIS have a perception that the
EPMDS and its implementation is not fair, but primarily biased and punitive. The results of this study are
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similar to that of (Singh and Twala, 2015) that found that a poorly implemented EPMDS fails to motivate
employees in the organisation and, inevitably, their lack of job satisfaction will impact negatively on their
self-esteem. Singh and Twalo (2015) study also reveal that when employees’ expectations are not met,
inappropriate job behaviour and performance can derail the attainment of an organisation’s goals. The
present study, however, provides more depth to understanding what factors employees perceive to be poorly
implemented in the EPMDS. The findings also provide organisations with the areas that need to be
improved to enhance the effectiveness of the EPMDS. These improvements could go a long way to
influence how employees experience the implementation of the EPMDS. A better alignment of employee
performance targets to organisational goals is an imperative. Further, a monitoring function should be
implemented to ensure the system is used effectively. When implemented well, a good EPMDS would
provide critical information that would allow an organisation to make sound decisions regarding their
people resources. Hence, there should be no room to compromise the use of a well-developed EPMDS to
achieve the strategic objectives of any organisation. Undoubtedly, a good EPMDS can be a powerful tool to
drive organisational effectiveness and change.

The findings of this study will assist the PLL Chief Directorate managers and the GCIS, as an organisation,
to consider management styles and enhance their understanding of the simulated significance of employee
perception of the EPMDS, and its consequences on employees’ morale and levels of commitment to the
organisation. The findings will also assist the GCIS to go back to the drawing board, check the
organisation’s alignment with the directives and uphold the goal-setting mentality when planning for the
organisational targets.

This study, like any other study, has its limitations. The PLL Chief Directorate is one section amongst many
in the GCIS and the findings may not be generalised for the organisation. Due to the Covid-19 pandemic,
some employees in the PLL Chief Directorate of the GCIS did not have access to resources while working
from home. The researcher had to allow longer time than anticipated for the participants to return to the
workplace and access the resources, such as computers and internet, to be able to complete the online
questionnaire.

The findings of this study opened another future research question: if managers are consistently getting
away with not implementing the system properly and being punitive, what is the system developer’s role,
which is the DPSA, in ensuring proper monitoring of the implementation of the system and its outcomes?
Further research is needed to understand the challenges that managers may be facing in implementing the
system. This type of research may provide a holistic understanding of how to ultimately improve the
implementation of the EPMDS.
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