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SUMMARY 

 

The effective management of individual/team performance is a crucial requirement to ensure that 

organisational goals are attained. This requires accurate data regarding the performance levels of 

individuals/teams. Therefore there is a need for a standardised and formal performance 

management system. 

 

An effective performance management system is the centre of an integrated HR system that feeds 

into a variety of processes and systems such as career planning, rewards, training and 

development, promotions, and disciplinary decisions. Despite the importance of performance 

management, most organisations find it difficult to implement, manage and sustain performance 

management systems and processes effectively. 

 

The focus of this study is on appraising the performance management practices in the offices of 

the Department of Labour in three provinces: Gauteng, Limpopo and Mpumalanga. The results 

indicate problems with the practices in areas such as alignment, fairness, measuring commitment, 

systems integrity, and the performance management culture. Recommendations were made to 

address these issues and improve the effectiveness of the system.  

 

 

KEY  WORDS 

The following key words are used in this study: 

Performance appraisal;  performance management;  appraisal methods;  incentive plans; 

alternative work arrangements;  performance management processes;  HR scorecard;  workforce 

scorecard;  managing human capital. 
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SECTION  A 

 

GENERAL  INTRODUCTION 
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CHAPTER 1 

SCIENTIFIC BACKGROUND AND 

CONTEXTUALISATION OF THE STUDY 

 

 

1.1 INTRODUCTION 

 

Worldwide, performance management is a topic often discussed by organisations in both the 

private and public sector (Hanson &Pulakos, 2012:2).The reason for this is the problem all 

employers face regarding the effective and efficient utilisation of their employees (Noe, Hollenbeck, 

Gerhart& Wright, 2013:5). Issues pertaining to poor service delivery, low productivity and morale, 

poor motivation, high absenteeism and high employee turnover rates as well as serious labour 

relations issues are all topics underlying these discussions (Grobler, Wärnich, Carrell, Elbert & 

Hatfield, 2011:294). 

 

In South Africa, these issues have also been talked about and debated. However, developing and 

retaining an efficient and effective workforce is a complex process (Singh & Smith, 2011:3). This 

process is complicated by the fact that employers believe that simply implementing a process will 

solve all the problems.No process can work by itself and no process can function in isolation from 

other processes within the organisation (O’Callaghan, 2005:3). 

 

This has also been the problem with the initial implementation of performance appraisal systems 

within organisations. Although many excellent systems have been designed worldwide and in 

South Africa, the systems appear not to deliver the results expected (Grobler et al, 2011:302-

313;Noe et al, 2013:350-361). Although no system is fool-proof, and much criticism has been 

levelled against performance appraisal systems, properly designed and managed systems do work 

and have enormous benefits for the organisation (Dessler, 2013:334). These include, for example: 

improved performance, placement of individuals, increased objectivity, equitable remuneration, 

objective promotability and structured career planning.  

 

However, as stated earlier, these systems need to be integrated with all the other systems within 

the organisation. Also, the employees involved need to be trained and managed to bring about 

success. The process to achieve these goals is known in the literature as the performance 

management process. According to Dessler (2013:335), performance management is the 



 

 

3 

continuous process of identifying, measuring and developing the performance of individuals and 

teams and, aligning their performance with the organisation’s goals. However, this holistic process 

within organisations remains a challenge.  

 

 

1.2 STATEMENT OF THE RESEARCH PROBLEM 

 

One of the biggest challenges facing the South African Government after the first democratic 

elections in April 1994 was to enact legislation, especially labour legislation, with a view to 

normalising the racially-basedwork environment (Venter & Levy, 2011:48). Numerous labour laws 

were passed to address the wrongs (see Appendix A). The task to draw up and oversee the 

implementation of these Laws was given to the new Department of Labour (DOL). As a result of 

the severe legacy of the racially based legislation passed before 1994, this was no mean task.  

 

In order to enhance the service delivery to all South Africans, the Public Service Commission 

(PSC)during 2001, implemented a Performance Management System (PMS) within all 

Government Departments (Sangweni, 2003:20; Layton, 2001:17-18; the Public Service Regulation, 

2001:33).Although clear guidelines on how to approach this process were provided, it was up to 

each Department to put the necessary structures and processes in place. This subsequently led to 

varying success between the Departmentsresultingduring the last three years in severe criticism 

beinglevelled against Government Departments in respect of poor service delivery (Ndebele, 

2011).It would appear that no particular Department can be singled out in this regard, and that the 

problems appear to be widespread, even to the local government level (Badenhorst-Weiss & 

Ambe, 2011:453-472). 

 

As Government Departments are people intensive, they rely heavily on the performance of their 

employees for the delivery of their mandate to the community they serve.  It is thus of utmost 

importance that the performance of their employees is managed appropriately, in particular, to 

identify and address poor performance.  It would appear that the poor service delivery experienced 

in the country, especially from Government Departments, can be directly related to problems which 

exist with the present Performance Management System(PMS).  This view is shared by the 

Chairperson of the Public Service Commission, Prof. S.S. Sangweni (2007:11), whenhe 

comments: 

 

“In its recently released reports on the Management of Poor Performance and 

Grievance Trends in the Public Service, the PSC has observed that poor performance 
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is a problem in the Public Service.  The causes are multiple, but a lack of skills and 

shortcomings associated with the management of performance itself, in particular 

themanagement of poor performance, were specifically evident in both reports.  As this 

poses a very real and a serious threat to service delivery, the PSC has decided to 

compile a toolkit (Toolkit for the Management of Poor Performance in the Public 

Service) to assist managers to deal with this extremely important responsibility 

attached to their different portfolios.” 

 

In view of this, research is necessary to determine the underlying causes of the poor performance. 

 

Because of the important role the Department of Labour plays within the labour environment within 

South Africa (see table1.1), it was decided to appraise the performance management practices 

within this Department, as it impacts on the performance of its employees.  This aspect also 

appears to be one of the weakest links in the Department as it was highlighted in the 2011-2016 

strategic plan of the Department (2011:8). As no previous research has been done in this regard in 

the Department, the findings will assist the Department to take the necessary steps to correct any 

deficiencies in this regard, and perhaps bring certain issues to the attention of other Departments 

as well. 

 

TABLE 1.1: Mandate of the Department of Labour 

To regulate the labour market through policies and programmes in 

consultation with social partners, which are aimed at: 

 
� improved economic efficiency and productivity. 

� employment creation. 

� sound labour relations. 

� eliminating inequality and discrimination in the workplace. 

� alleviating poverty in employment. 

� enhancing occupational health and safety awareness in compliance in the workplace 

as well as nurturing the culture of acceptance that worker rights are human rights. 

 
Source: Department of Labour.  2011.  Strategic Plan for the Department of Labour  

 2011-2016.Pretoria Government Printer, RP No. 20/2011:2. 

 

For the purposes of this study, performance management practices include all the systems, 

policies and practices which align, enable and motivate employees to achieve their goals, and 

contributing to the performance of the organisation they work for (Gilmore and Williams, 2013:231). 
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1.3 AIM OF THE RESEARCH 

 

The aim of the research is to present an analysis and exploration of the concept performance 

management practices, and to develop an instrument to measure the effectiveness of these 

practices within the Department of Labour.  The aim of exploring the concept is to identify the 

individual practices associated with the concept, while the construction of the instrument will assist 

to determine the effectiveness of the individual performance management practices.  For the 

managers/supervisors, this will have the advantage of helping them to identify the necessary 

interventions needed to eliminate the gaps in the employees’ performance, while in the case of the 

employees, this will enable them to improve their performance by identifying barriers/obstacles in 

this regard. 

 

The objectives of the research are thus to: 

 

• analyse and explore the concept “performance management”. 

 

• explore the literature through a theoretical analysis, to identify the individual components of the 

performance management process. 

 

• design an instrument to measure the perceptions of the employees with regard to the different 

performance management practices within the Department of Labour. 

 

• provide valid and sensitive information to the Department to assist in the development of 

strategies with a view to improve the performance within the Department. 

 

 

1.4 SCOPE OF THE STUDY 

 

Although the Department of Labour operates in all nine provinces of South Africa, it was decided, 

owing to time and money constraints, to focus this study on only three provinces in South Africa, 

namely Gauteng, Mpumalanga and Limpopo.With regard to Gauteng, although the smallest 

province of the threemeasured in land size (it is only 18 178 km² in extent), it is the most populated 

province in South Africa, with almost 616 people per km². Its total population is 11.19 million. It is 

also the most economically active province, which is why it has beenincludedin this study 

(http://www.media clubSouthAfrica.com, accessed on 9 January 2013).    
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In contrast, Limpopo is one of the largest provinces; it has a land size of 125 755 km² and a 

population of 5.44 million or 43 people per km². 

 

The final province included in this study is that of Mpumalanga. The dimensions of this province 

differ totally from the other two. In respect of its land area, it is only 76 495 km² in extent, and has a 

relatively small population of 3.62 million or 47 people per km². 

 

The three provinces therefore have very different profiles and can contextually be classified as 

small, medium and large. (http://www.mediaclubSouthAfrica.com, - accessed on 9 January2013)  

 

It was for this reason that it was decided to include these provinces in this study.As it was 

furthermore not possible to include all the staff members within these provinces in the survey, it 

was decided to includestaff members from salary level 7 up to salary level 14. This was decided as 

they are the more senior staff in the Department and from their years of service would therefore be 

best equipped to answer the questionnaire.  

 

 

1.5 RESEARCH DESIGN AND METHOD 

 

A quantitative research approach is used to determine the nature of the phenomena under study 

by using a multi-perspective approach that aims to analyse and describe the phenomena and 

explore their meanings.  A descriptive analytical study of the literature (theoretical analysis) is 

carried out because it is considered an essential exercise in order to come to a proper 

understanding of the phenomena under study.  Multiple referents are used to draw conclusions 

about what constitutes the true nature (meaning and explanation) of the phenomena under study. 

 

The research is done in four phases. To achieve the objectives of this study, the researcher does a 

theoretical analysis and exploration of the literature to gain insight into the concept under study 

(phase 1).Following this process, a questionnaire is constructed through a process of adaptation 

and development (phase 2). The next phase involves the application of the questionnaire and the 

discussion of the data (phase 3). The final phase (phase 4) entails the drawing up of 

recommendations to be implemented by the Department.    
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1.6 OUTLINE OF THE STUDY 

 

This study consists of the following sections:  

 

Section Aconsists of chapter 1, which addresses issues such as the statement of the research 

problem, the aim of the research, the scope of the study, the research methodology, and the 

outline of the study. 

 

Section Bprovides a theoretical overview of performance management.Chapter 2 discusses the 

difference between the concepts of performance management and performance appraisal. It also 

looks at performance appraisal methods, their advantages and disadvantages, developing an 

effective performance appraisal process, motivational theories, performance enhancement 

techniques and the work environment. 

 

Section Cprovides an overview of the Department of Labour.Chapter 3 discusses the structure of 

the Department, the staff profile, and the performance management activities within the 

Department. 

 

Section Dinvolves the empirical research.Chapter 4 discusses the research methodology and 

includes issues such as the design and administration of the questionnaire, population and 

sampling, and the collection of data. The representivity of the response rate and the statistical 

methodology used are also discussed.  Chapter 5 deals with the discussion of the data. 

 

Section Econsists of chapter 6, which includes the summary, recommendations and limitations of 

the study. 

 

SectionFconsists of Appendixes referred to in the text and the Bibliography. 
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PERFORMANCE MANAGEMENT: 

A THEORETICAL OVERVIEW 
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CHAPTER 2 

PERFORMANCE MANAGEMENT VERSUS  

PERFORMANCE APPRAISAL:  A THEORETICAL PERSPECTIVE 

 

2.1 INTRODUCTION 

 

Virtually all organisations, whether in the private or public sector, must focus some degree of 

attention on performance management. Indeed, the effective management of performance may be 

the difference between success or failure. Although performance management typically relies on 

performance appraisals, it is a broader and more encompassing process. It is the ultimate goal of 

performance appraisal activities (DeNisi&Griffin, 2008:318). 

 

Performance management and performance appraisal are inextricably linked.This chapter will 

focus first on performance appraisal and thereafter the concept of performance management will 

be addressed.  

 

 

2.2 PERFORMANCE APPRAISAL VERSUS PERFORMANCE MANAGEMENT 

 

Before the discussion continues, it is important to define briefly the concepts of performance 

appraisal and performance management. According to Mondy (2010:239), performance appraisal 

is a formal system of review and evaluation of individual or team task performance. A critical point 

in this definition is the word “formal”,because in actuality, management should be reviewing an 

individual’s performance on a continuous basis, according to a predetermined programme. 

 

In the literature, performance appraisal is also known as a system of review and evaluation, or an 

individual’s or teams performance review, annual review, employee appraisal or employee 

evaluation (Beardwell&Claydon, 2007:464). The outcome of this evaluation is some type of score 

or rating on a scale. 

 

According to Aguinis (2009:2), performance management, on the other hand, is a continuous 

process of identifying, measuring and developing the performance of individuals and teams and 

aligning performance with the strategic goals of the organisation. Two main components can be 

found in this definition, namely:     
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• Continuous process:It involves a never-ending process of setting goals and objectives, 

observing performance, and giving and receiving on-going coaching and feedback. 

• Alignment with strategic goals:It requires that managers ensure that the employees’ 

activities and outputs are congruent with the organisation’s goals, and consequently help the 

organisation to gain a competitive advantage. 

 

Tools such as reward systems, job design, leadership and training must therefore join performance 

appraisals as part of a comprehensive approach to performance. It can thus be seen as a process 

of creating a work environment in which people can perform to the best of their abilities.For a 

diagrammatic representation of a comprehensive performance management system(see 

figure2.1). 

 

 

FIGURE 2.1: Performance management processes. 

 

 
 
Source: Graham, J. 2004.“Developing a performance-based culture.”The Journal for Quality 

and Participation, 27(1):7, Spring.     
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There are many acceptable definitions for both performance appraisal and performance 

management, but the key difference to bear in mind here is that performance management is an 

on-going process, while performance appraisal is one method often used by management as part 

of an on-going performance management system.  

 

A brief overview of performance appraisal will now follow. 

 

 

2.3 PERFORMANCE APPRAISAL 

 

2.3.1 THE IMPORTANCE OF PERFORMANCE APPRAISAL 

 

In the literature a number of reasons can be found why performance appraisal is so important to 

organisations: 

 

• It helps management to assess the extent to which they are indeed recruiting and selecting the 

most appropriate employees, to contribute to the achievement of organisational goals (Byars& 

Rue, 2006:224). 

• Performance appraisals are fundamentally linked to the organisation's compensation system. 

Organisations prefer to provide greater rewards to higher-performing employees and lesser 

rewards to lower performing employees and performance appraisal plays a big role in this 

regard(Ivancevich, Konopake& Matteson, 2008:168). 

• Performance appraisals also play an important role in employee motivation and development. 

The results can be used to promote employees to higher positions or provide them with 

development opportunities. 

• Performance appraisals provide valuable and useful information to the organisation’s human 

resources planning process. The results can indicate whether the existing jobs are properly 

structured or whether a new allocation of tasks needs to be done (Beardwell& Claydon, 

2007:465). 

 

2.3.2 GOALS OF PERFORMANCE APPRAISAL 

 

Given the importance of performance appraisal, a number of goals can be identified for this 

process (Robbins & Judge, 2013:589):   
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• A basic goal of any performance appraisal system is to provide a valid and reliable measure of 

an employee’s performance along relevant dimensions.For this goal, the appraisal result 

should reflect the true picture of who is performing well and who is not, and it should indicate 

the areas of specific strengths and weaknesses for each person being rated. 

• Another goal is to provide useful and appropriate information for the organisation with regard 

to HR planning, recruitment, selection, compensation, training and thelegal context. This goal 

relates directly to the organisation’s ability to document any employment-related decisions 

based on supposed or presumed performance. 

• The ultimate goal for any organisation using performance appraisal is to improve performance 

on the job. This relates to aspects such as who gets fired or promoted, how much money 

employees are paid, and also the provision of information to employees about their strengths 

and weaknesses. 

• The performance appraisal results in continuous learning and development taking place. 

• The performance appraisal enables both the supervisor and subordinate to deal immediately 

with a performance-related problem. 

• The performance appraisal determines the progress being made in achieving the company’s 

objectives and targets. 

 

2.3.3 THE STAKEHOLDERS IN THE PERFORMANCE APPRAISAL PROCESS 

 

Several tasks are necessary for the performance appraisal process to be successful within 

companies. These tasks need to be performed by a number of stakeholders, such as the 

organisation, the raters and the ratee (DeNisi& Griffin, 2008:321). 

 

• The role of the organisation 

 

The organisation, primarily through the work of its human resource department, develops the 

general performance appraisal process for managers and employees to use. One of the first 

considerations relates to how the information gained from performance appraisal will be used, and 

secondly, when to conduct the performance appraisals.Generally, the organisation conducts 

performance appraisals in order to encourage job performance, flag areas that need attention, and 

to inform employees of their expectations. The organisation is responsible for ensuring that clear 
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and specific performance standards are available to managers. The organisation must also make 

sure that these standards are communicated carefully to the employees (Jefferson, 2010:111). 

 

• The role of the rater 

 

The role of the rater in the performance appraisal process is to evaluate the individual employee’s 

performance. This role is normally performed by the supervisor of the employee. The rater’s task is 

to collect information about his/her employee’s behaviour and translate the information into a 

rating. 

 

He/she must also communicate the results to the ratee. Finally, the rater must also prepare the 

employee to perform at the desired levels by making sure that the employee knows what is 

required on the job, has the needed skills, and is motivated to perform at the desired level.  

 

• The role of the ratee 

 

The role of the ratee in the assessment process is to prepare all the necessary reports required for 

the raters to make a proper evaluation. For this process to be successful, the ratee must make 

sure to establish what is required of him/her. 

 

2.3.4 WHO PERFORMS THE PERFORMANCE APPRAISAL? 

 

Another important aspect of the performance appraisal is the determination of who conducts the 

appraisals and what information will be used. The most common appraisers include the immediate 

supervisors, peers and team members, customers and subordinates, and self-rating and self-

appraisal may also be used (Cascio & Aguinis, 2011:79). 

 

• Immediate supervisors 

 

The immediate supervisors are in the best position to perform this function of performance 

appraisals to determine whether or not the employees have achieved the goals set. Based on the 

results of the individual’s performance, supervisors are responsible for making recommendations 

for either rewards or punishment (Cascio, 2013:349).   
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• Peers and team members 

 

Shields (2007:145) states that peers should be given an opportunity to rate fellow employees and 

provide valuable information about the performance of their colleagues because they can give a 

better perspective than the supervisor. However, to avoid bias and friendship, it is important for 

peers to know exactly what to rate. Organisations are also increasingly using teams to do the 

ratings. The rationale for this includes the following: team members know each other’s 

performance better than anyone else, peer pressure is a powerful motivator for team members, 

and peer review involves numerous appraisals and is not dependent on one individual (Mondy, 

2010:246). 

 

• Subordinate rating 

 

Ivancevich (2010:258) believes that subordinates are an important source of information when the 

performance of their own manager is being evaluated. However, a major problem with using 

subordinates as input is that the manager may focus on making the workers happy rather than 

focusing on achieving betterperformance. 

 

• Self-rating/self-appraisal 

 

In many cases, individuals may frequently be asked to do their own rating (Ivancevich, 2010:258). 

The rationale for this is that employees are in the best position to understand their strengths and 

weakness and the extent to which they have been performing at an appropriate level. 

 

• Client/customer evaluation or 360-degree evaluation 

 

By focusing on 360-degree feedback, the company obtains information on an employees’ 

performance from above, alongside and below, for example, from the individual’s supervisor, 

peers, and internal or external customers. This approach allows the organisation to match the 

strengths and weaknesses, the benefits and the shortcomings from each perspective and thereby 

gain a more realistic overall view of a person’s performance. However, it is important to realise with 

this approach that the feedback from the different sources could be inconsistent (Newstrom, 

2011:151).     
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2.3.5 WHAT GETS RATED? 

 

According to Mello (2011:433) the next decision that needs to be made involves determining what 

should be rated.It is very common for organisations to rate traits in conducting performance 

appraisals, for example, an employee‘s attitude or initiative (Jackson, Schuler & Werner, 

2009:326).  

 

Other organisations base their appraisals on behaviours (Dessler, 2013:318).These appraisals 

tend to be based on job analysis results, while other organisations base their appraisals on 

outcomes/output. For example, instead of evaluating whether a salesperson has a good attitude or 

whether he/she follows up on leads, an organisation could simply tally actual sales. Focusing on 

outcomes/output has the advantage of emphasising the most objective measures of performance 

available (Mello, 2011:433). 

 

2.3.6 WHO SHOULD BE RATED? 

 

The final issue is who should be rated in the appraisal process. The issue normally confronted here 

is deciding on individual or team rating. If individuals are rated and rewarded based on their 

individual performance, they have less reason to co-operate with other team members to 

accomplish team goals. However, in certain cases, the team approach is preferable as it may be 

critical to work together for the common goal (DeNisi& Griffin, 2008:329).  

 

 

2.4 PERFORMANCE APPRAISAL METHODS 

 

Different performance appraisal methods and techniques can be found in different organisations. 

The type of performance appraisal system used depends on its purpose. If the major emphasis is 

on selecting people for promotion, training and merit pay increases, a traditional method such as 

rating scales may be appropriate.  

 

For the purpose of this discussion, the methods currently available to measure performance will be 

divided into three main groups, namely: the trait approach, the behavioural approach, and the 

results approach. This section will provide a brief discussion on each approach. 
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2.4.1 THE TRAIT APPROACH METHOD 

 

The trait approach focuses on the personal characteristics of an employee, for example, loyalty, 

dependability, creativity and communication skills. Here the focus is on what a person is and not on 

what he/she does or accomplishes on the job. Under this group the following methods can be 

found: graphic rating scale, mixed standard scale, forced choice distribution, and the essay 

method. 

 

2.4.1.1 Graphic rating scale method 

 

This method simply consists of a statement or question about some aspect of a person’s job 

performance, for example, rating the person on a statement such as: “working with others” (see 

figure 2.2). The rater must then evaluate the person, for example, on a scale of poor, average, or 

outstanding. The responses are usually arranged along a bar, line or similar representation. The 

supervisor rates each subordinate by checking the scores that best describe the employee’s 

performance (Aguinis, 2009:110) 

 

FIGURE 2.2: An example of a graphic rating scale. 

Appraised employee’s performance in PRESENT ASSIGNMENT Check(√) most 

appropriate square. 

 

Appraisers are urged to freely use the “Remark” section for significant comments 

descriptive of the individual. 

1. KNOWLEDGE 

OF WORK: 

 Understanding of 

all phases of 

his/herwork and 

relatedmatters. 

 

Needs instruction  Has required knowledge Has exceptional knowledge 

or guidance  of own and related work  of own and related work 

 

 
 
Remarks: 

Is particularly good on gas engines. 

2.  INITIATIVE: 

Ability to originate 

or develop ideas 

and toget things 

started.   

Lacks imagination Meets necessary requirements      Usually resourceful 

 
Remarks: 

Has good ideas when asked for an opinion, but otherwise 

will not offer them. Somewhat lacking in self-confidence. 
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FIGURE 2.2: An example of a graphic rating scale (continued). 

3.  APPLICATION: 

 Attention 

andapplication to 

his/her work 

Wastes time, Steady and willing worker Exceptionally  

needs close supervision  industrious 

 

 
Remarks: 

Accepts new jobs when assigned. 

4.  QUALITY OF 

WORK: 

Thoroughness, 

neatness, 

accuracy of work 

Needs improvement Regularly meets    Consistently maintains 

 recognised standards. highest quality 

 
Remarks: 

The work he turns out is of highest possible quality. 

5.  VOLUME OF 

WORK: 

Quality 

ofacceptable 

work 

Should be increased Regularly meets Usually high output 

 recognised standards  

 
Remarks: 

Would be higher if he did not spend so much time checking  

and rechecking his work. 

 
Source: www.blog.tnsemployeeinsight.com(Accessed on 11 February 2013). 

 

Advantages 

o The method is easy to understand and apply as standardised categories are used against 

which to evaluate the employees. 

o It is less time consuming. 

o The method has a reasonably high rate of acceptance. 

o The standardisation of the content makes it easier to compare employees. 

 

Disadvantages 

o The method is susceptible to rating errors, resulting in inaccurate ratings; for example, 

everyone may be rated either high or average in every aspect of the performance dimension. 

o The rating scale may not be relevant to the job being evaluated. 

o The method is not useful for promotion decisions. 

o It is possible to choose categories that have little relationship to job performance (Byars& Rue, 

2008:217).    
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2.4.1.2 Mixed standard scale method 

 

According to Ivancevich (2010:261), the mixed standard scale method is a relatively new rating 

scale. It combines two or three rating methods, rather than using a single rating scale. For 

example, the Management by Objectives(MBO) and essay methods could be used together to 

evaluate the employees’ performance. The mixed scale method, for example, contains the 

following elements: good, average and poor performance. 

 

Advantages 

o The mixed rating scale reduces rater errors. 

o The method is quick and efficient to use. 

 

Disadvantages 

o The rater illustrates only a characteristic such as good, average or poor performance.  

o The method has the potential to get raters into unnecessary conflicts with employees. 

o The mixed rating scale method demonstrates a lack of efficiency on the employee's part 

(Bohlander& Snell, 2013:342). 

 

2.4.1.3 Forced choice distribution method 

 

The forced choice distribution method derives its name from the fact that the rater is required to 

assign individuals in a work group to a number of rating categories, similar to a normal frequency 

distribution. 

 

The forced distribution system tends to be based on three levels: the best performers are placed in 

the top 20 percent, the next group in the middle 70 percent and the poorest-performing group 

winds up in the bottom 10 percent. The under-performers, after being given time to improve their 

performance, are generally let go (Stewart, Gruys& Storm, 2010:168-179). 

 

Advantages  

o The approach influences leniency, severity and central tendency biases. 

o The ratings require relatively simple comparative judgments by the rater without considering 

the actual performance of the employees.  

o Performance raters know in advance the actual outcome of the ratings because they need to 

maintain the curve on the graph by ensuring that they do not exceed the required target 

(Stewart et al, 2010:168–179).   



 

 

19 

Disadvantages 

o The forced choice distribution method does not provide specific job-related information to be 

used during the appraisal feedback. There is also no possibility of comparing ratings across 

groups. 

o Some believe this method fosters authority, competition and paranoia, and will destroy 

employee loyalty. 

o Managers have a less positive reaction to such systems than to the more traditional rating 

systems (Stewart et al, 2010:168-179). 

 

2.4.1.4 Essay method 

 

According to Van der Westhuizen and Wessels (2011:277), the essaymethod is a performance 

appraisal method in which the rater writes a brief narrative essay describing the employee’s 

performance. The format of the report may be left entirely to the discretion of the rater.The essay 

focuses on extreme behaviour in the employee’s work rather than on the day-to-day performance 

of the individual employee. 

 

Advantages 

o Minimises central tendency and leniency problems because no scale is used. 

o Some managers believe that the essay method is not only the most simple, but also an 

acceptable approach to employee evaluation. 

 

Disadvantages  

o The method tends to focus on extreme actions in the employee’s work rather than on routine 

day-to-day performance. 

o Ratings of this type depend heavily on the evaluator’s writing ability.  

o Comparing essay evaluations may be difficult because no common criteria exist. 

o The method is subjective and does not focus totally on the job. 

o Generally, it is time consuming (Van der Westhuizen&Wessels, 2011:277).  

 

2.4.2 BEHAVIOURAL APPROACH METHODS 

 

The behaviour approach is concerned with specific behaviours that lead to job success. For 

example, instead of rankingleadershipabsolutely (a trait), the rater is asked to assess whether an 

employee exhibits certain behaviours, for example, works well with co-workers. Under this group, 

the following methods can be found:thecritical incident method, the behavioural checklist method, 

and the behaviourally anchored rating scale (BARS). 
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2.4.2.1 Critical incident method 

 

According to Cascio and Aguinis (2011:91), the evaluator needs to keep a detailed record of the 

employee’s performance. He/she pays attention to the work behaviour of the employee that is 

keyto the employee’s work and makes a difference in the organisation. When an action is a “critical 

incident” (that is, it affects the department’s effectiveness significantly, either positively or 

negatively), the manager writes it down. At the end of the appraisal period, the rater uses these 

records along with other data to evaluate the employee’s performance. 

 

Advantages 

o This method records the actual work behaviour of employees over the entire evaluation period 

and does not focus only on the past few weeks or months. 

o It allows managers to provide individual employees with precise examples of the required 

behaviour (Nel, Werner, Poisat, Sono, Du Plessis&Ngalo, 2011:415). 

 

Disadvantages 

o It is time consuming and can be influenced by incidents that are recorded towards the end of 

the review period.  

o It is expensive to develop because the organisation will require a checklist for each job. 

o Different raters view actions/incidents differently, either to the advantage or disadvantage of 

the staff. 

o The checklist creates a developmental barrier for the employees. 

o The method may make it difficult to compare one person with another (Byars& Rue, 

2008:219). 

 

2.4.2.2 Behavioural checklist method 

 

One of the oldest performance appraisal methods is the behavioural checklist method. It consists 

of having the rater check the statements on a list that the rater believes are characteristics of the 

employee’s performance or behaviour. A checklist developed for computer sales people might 

include the following statements: 

 

• Is able to explain the equipment clearly.  

• Tends to be a steady worker.   

• Reacts quickly to customers’ needs (Bohlander& Snell, 2013:345).   
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Advantages  

o It controls rating errors.  

o It focuses on the employee’s behaviour and results.  

o The method may meet less resistance than some other methods. 

 

Disadvantages 

o It is time consuming and expensive to develop the instruments. 

o The raterneeds to checks statements on a list.  

o The method focuses on the employee’s behaviours and results. 

o It relates to a limited number of behavioural dimensions relevant to the job. 

o The evaluator is asked to describe the employee’s performance rather than evaluate the 

subordinates’ behaviour. 

 

2.4.2.3 Behaviourally Anchored Rating Scales (BARS) 

 

The behaviourally anchored rating scales (BARS) provide descriptions of important job behaviours 

anchored alongside a rating scale. The BARS rating scales require the rater to evaluate the 

individuals along a number of performance dimensions (see figure 2.3). 

 
FIGURE 2.3: A BARS for university professors. 

 
Source:  Bernardian, H.J.  1977.  “Behavioural expectation scales versus summated scales: 

 A fairer comparison.”Journal of Applied Psychology, 62:422-427.   

Organizational skills:  A good constructional order of material and slides and moves smoothly 
from one topic to another:  design of course optimizes interest; students can easily follow the 
organization strategy course outline. 

 
Follows a course syllabus: 

presents lectures in a logical 

order, ties each lecture into 

the previous one. 

.

This instructor could be expected to 

assimilate the previous lecture into the 

present one before beginning the 

lecture. 

This instructor can be expected to 

announceat the end of each lecture the 

material thatwill be covered during the 

next class period. 

This instructor can be expected to be      

side-tracked at least once a week in the 

lecture and not cover the intended 

material. 

 

This instructor can be expected to 

lecture a good deal of the time about 

subjects other than the subject he or she 

is supposed to lecture on. 

10 

9

8

7

6

5

4

3

2

1

Prepares a syllabus but only 

follows it occasionally:  

presents lectures in no 

particular order although 

does tie them together. 

Makes no use of a course 

syllabus;  lectures on topics 

randomly with no logical 

order. 
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The scales are developed by generating descriptions of effective and ineffective performance from 

people who know the job; these are then used to develop duties of performance and scales. Each 

scale describes a dimension of performance that can be used in the appraisal (Lepak&Gowan, 

2010:268). 

 

Advantages 

o Scales of this type can yield more accurate ratings.  

o The BARS evaluation seems to be relatively reliable, in that different raters’ appraisal of the 

same person tend to be similar. 

o The rating scale gives the rater a frame of reference for evaluating each dimension of an 

employee’s performance. 

o The rater is able to determine more objectively how frequently the employee performs in each 

defined level (Dessler, 2013:325). 

 

Disadvantages 

o There is no strong evidence that the BARS method reduces all of the rating errors. 

o Separate forms must be developed for different jobs. 

o Scales are specific to particular jobs and might not apply to other jobs. 

o A specific disadvantage is that the behaviours used are activity orientatedrather than results 

orientated.  

o Developing the BARS method is a complicated, time-consuming and expensive process (Noe 

et al, 2012:359). 

 

2.4.3 RESULTS APPROACH METHODS OR OUTCOME-BASED CRITERIA 

 

The focus here is on what has been accomplished or produced rather than how it was 

accomplished or produced. It is important to note that this type of criterion is not appropriate for 

every job and that it is often criticised for missing important aspects of the job, such as quality. 

Under this group the following methods can be found: productivity measures, management by 

objectives (MBO), and the Balanced Scorecard, HR Scorecard and the Workforce Scorecard 

(Mondy, 2010:253). 

 

2.4.3.1 Productivity measures 

 

In the case of salespeople, their productivity can be measured on the basis of their sales volume 

(boththe number of units sold and the monetary value generated). Production workers are 
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evaluated on the basis of the number of units produced and the number of defects that are 

detected, while executives are frequently evaluated on the basis of company profits or growth rate. 

Each of these measures directly links what the employees have accomplishedwiththe results that 

benefit the organisation. In this way, results appraisals can be directly aligned to the employee and 

the organisational goals (Noe et al, 2012:363). 

 

Advantages 

o There is a direct relation between what the person sells/produces and his/her productivity. 

o The rater cannot influence the results. 

 

Disadvantages 

o Productivity can be contaminated by external factors that employees cannot influence.  

o The productivity appraisals can inadvertently encourage employees to “look good” on a short-

term basis, while ignoring the long-term ramifications. 

o It is time consuming to develop the initial system (Noe et al, 2012:363). 

 

2.4.3.2 Management ByObjectives (MBO) 

 

One method that attempts to overcome some of the problems with productivity measures is the 

management by objectives (MBO) approach. The MBO is a system involving a cycle that begins 

with setting the organisation’s goals and objectives and ultimately returns to that point(Bohlander& 

Snell, 2010:356). 

 

The MBO approach identifies organisational goals at all levels and encourages participation of all 

involved in the process of setting standards for evaluating the subordinate’s performance (a typical 

MBO process is illustrated in figure 2.4). 

 

As indicated in figure 2.4, the supervisor and subordinate mutually agree on specific goals to be 

achieved, and then set an action plan in place on how to achieve the goals. Participation in the 

goal setting assists the managers to control and monitor performance by measuring the goals that 

have been agreed upon between the subordinate and the supervisor (Wilton, 2011:193). 

 

The MBO approach incorporates the performance with actual planning into the performance 

appraisal process. In essence, both the manager and employee decide which goals must be 

achieved by the employee(Nel, Werner, Haasbroek, Poisat, Sono&Schultz, 2008:501).  
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FIGURE 2.4:  Performance appraisal under an MBO programme. 

 

 

 
Source:  Bohlander, G. and Snell, S.A. 2013.Principles of human resource management. 

 16thed.Sydney: South-WesternCengage Learning. 349. 

 

Advantages 

o The supervisor and subordinate both participate in setting the standard against which the 

employee will be evaluated in the performance appraisal. 

o The focus of the performance appraisal is on specific goals, not just broad personality trait 

behaviour.  

o Periodic reviews between the subordinate and supervisor take place, which can assist the 

subordinate to achieve his/her goals. 

 

Disadvantages 

o It is a time-consuming process for both the supervisor and subordinate to hold numerous 

meetings to decide on mutually acceptable goals. 

o The possibility may exist that unrealistic goals can be set. 
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2.4.3.3 The Balanced Scorecard 

 

The Balanced Scorecard (BSC) which was developed by Robert Kaplan and David Norton in the 

early 1990s is a comprehensive management control system that balances traditional financial 

measures with operational measures relating to a company’s success factors (Kaplan & Norton, 

1996:18-24). It can be used to appraise individual employees, teams, business units and the 

organisation itself. 

 

The appraisal takes into account four related categories: (1) Financial; (2) Customer;(3) Business 

process used; and (4) Learning and growth (see figure 2.5). To activate the Scorecard, managers 

translate the company goals relating to the four perspectives into specific measures that really 

matter (Brewster, Carey, Grobler, Holland & Wärnich, 2008:148).A brief discussion of the four 

perspectives will follow. 

 

FIGURE 2.5: The Balanced Scorecard. 

 

Source: Kaplan, R.S. andNorton, D.P. 1996. “Using the balanced scorecard as a strategic 

management system.”Harvard Business Review, 74(1):75-85, January-February. 
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• Customer perspective  

 

Managers can use lead times, for example, the lead time measured from the time the company 

receives an order to the time it actually delivers the product or service to the customer. Measures 

of performance reflect the “value” proposition that underpins the organisation’s position in the 

market and may refer to the service or product (Wilton, 2011:77). 

 

• Internal business perspective 

 

Managers determine which processes and competencies are the most critical to the company and 

then specify measures for components such as cycle times, quality, employee skills and 

productivity (Daft, 2012:562). 

 

• A learning and growth perspective 

 

Under this perspective, managers can monitor the company’s ability to launch new products, 

create more value for customers and improve operating efficiencies (Daft, 2012:562). 

 

• A financial perspective  

 

Managers use this performance measure to obtain answers to cash flow, quarterly sales, growth, 

market share, and operating income by division. This issimilar in some ways to the MBO approach 

(Daft, 2012:562). 

 

Advantages 

o If well done, the goals and objectives of the company will be clear, which will enable all the 

stakeholders to translate the strategy into proper objectives, right to the bottom level of the 

company. 

o By cascading the scorecard objectives to the front, line managers and workers ensure that the 

strategy becomes everyone’s responsibility. 

o There is less subjectivityand bias as every aspect of the process is very transparent. 

o The short-, medium- and long-term views are managed in an on-going, cohesive manner. 

o The scorecard encourages mutual goal setting (Calhoun, 2004:1-19). 

 

Disadvantages 

o If clear measures are not identified, the employees will not know what is required of them. 
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o The objectives can be timeconsuming to develop/use.  

o Too many goals can be generated, which will provide less clarity and focus for the different 

stakeholders. 

o Contaminated criteria may be used (Calhoun, 2004:1-19). 

 

2.4.3.4 The HR Scorecard 

 

A recent development in the measurement area, which takes the Balanced Scorecard to the next 

level of sophistication, has been the arrival of the HR Scorecard. The HR Scorecard builds on the 

principles of the Balanced Scorecard (Swanepoel, Erasmus& Schenk, 2008:756). 

 

The HR Scorecard helps to integrate HR into the organisational performance management and 

measurement system by identifying the points of intersection between HR and the organisation’s 

strategy, or in other words, strategic HR deliverables. These are strategic HR outcomes that 

enable the execution of the organisation’s strategy.  

 

The deliverables can be classified into the following categories: 

 

• HR performance drivers 

 

These are core people-related capabilities or assets such as employee productivity or employee 

satisfaction.It is important to note that there is actually no single correct set of performance 

drivers.Each company identifies its own set, based on its unique characteristics and the 

requirements of its strategy-implementation process (Becker, Huselid& Ulrich, 2001:48).  

 

• HR enablers  

 

HR enablers reinforce performance drivers, for example, if a company identifies employee 

productivity as a core performance driver, then re-skilling may be an enabler (Brewster et al, 

2008:153). 

 

According to Brewster et al (2008:153), to be successful, the HR Scorecard requires investments 

in HR systems and the hiring of employees with the required competencies, the communication of 

the HR Scorecard throughout the organisation, and the weaving of the HR results into reward and 

recognition systems. The objective of the HR Scorecard is to drive the required types of workforce 
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behaviour that will have a substantial impact on the success of thebusinessprocess and 

consequently lead to customer success and ultimately financial success. 

 

An example of an HR Scorecard for a company’s Research and Development(R&D) function is 

shown in figure 2.6. 

 

FIGURE 2.6: An example of an HR Scorecard for a company’s R&D function. 

 

 

Source:  Becker, B.E.,Huselid, M.A.and Ulrich, D. 2001.The HR scorecard: Linking people  

 strategy and performance. Boston (MA): Harvard Business School Press. 57. 

 

Advantages 

o It measures the leading indicators of success within an organisation.  

o It encourages flexibility and change within the organisation. 

o HR professionals effectively manage their strategic responsibilities.  

o It reinforces the distinction between HR doables and HR deliverables. 

o It assesses the HR contribution to the company strategy. 

 

Disadvantages 

o The success of the HR Scorecard will be possible only if a significant partnership with line 

management is formed. 

o If all of the organisational processes and systems do not work well, the system will not be 

successful.  
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2.4.3.5 The Workforce Scorecard 

 

Although the Balanced Scorecard and the HR Scorecard are important methods to evaluate, 

among others, the performance of individual employees, certain limitations regarding these 

methods have been found. It has become obvious that it is not the activity that counts, but the 

impact of the activity on the organisational outcomes that means the most to companies.  

 

For example, the number of days of training provided is not important; what is important is the 

impact the training has on individuals and the organisation.A new process therefore needs to be 

developed to address this issue, and this has resulted in the development of the Workforce 

Scorecard (Huselid, Becker & Beatty, 2005:4). In figure 2.7 the integration between the Balanced 

Scorecard, the HR Scorecard and the Workforce Scorecard is indicated. 

 

FIGURE 2.7: Managing Human Resource Capital in order to execute a strategy. 

 

Source:  Huselid, M.A., Becker, B.E. and Beatty, R.W. 2005. The workforce scorecard: 

Managing human capital to execute strategy.  Boston (MA):  Harvard Business School 

Press. 4.     
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The following steps are needed for the practical implementation of the Workforce Scorecard within 

an organisation (Brewster et al, 2008:158-159): 

 

• STEP 1:The first step in the process will be the development of a clear statement of the 

company’s business strategies and the strategic capabilities needed to execute those 

strategies.  

• STEP 2:The next step will entail the identification of key jobs or “A” positions as well as “A” 

performance that will be required within these positions to execute the company’s strategy 

successfully. This could be, for example, jobs in R&D, manufacturing, marketing, and so on. 

By using the components of the scorecard, measures for different areas can be developed. 

Competencies and workforce behaviour for the individual areas such asR&D can be largely 

the same, while measures for workforce success, for example, may differ considerably.  

• STEP 3:The next step will involve the company’s HRM system, which must elicit the needed 

competencies and types of behaviour from the workforce that will ultimately drive the 

company’s success. The tool that can be used here is the HR Scorecard. 

 

The following questions can be asked: 

• Is our total investment in the workforce appropriate? 

• Are our practices aligned with the business strategy, integrated with each other, and 

differentiated across employee groups, where appropriate? 

• Have we designed and implemented strategically aligned, world-class human resource 

management (HRM) policies and practices throughout the business? 

• Do our HR professionals have the skills they need to design and implement world-class HRM 

systems? (Huselid et al, 2005:70)  

 

From the above it is clear that a team of people will have to be involved in this process if it is to be 

successful (Brewster et al, 2008:159). 

 

Advantages 

o With well-formulated workforce performance measures, it will be easy to determine how well 

the workforce has performed. 

o The performance appraisal will work well if the company strategy is clearly and widely 

understood by all stakeholders. 

o If a team is implementing the process, it can be beneficial to all. 
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Disadvantages 

o It is not always easy to identify workforce performance measures. 

o It is possible that the company strategy has not been communicated well to the workforce and 

this can lead to confusion. 

o It is time consuming to implement the scorecard successfully. 

 

 

2.5 RATER DEFICIENCIES IN APPRAISAL METHODS/TECHNIQUES 

 

In addition to the structural disadvantages pertaining to the different performance appraisal 

techniques/methods mentioned in the previous section, a number of problems can also be 

identified from a rater perspective. These will be discussed next. 

 

• Projection.Projection is the tendency to see in others characteristics that we see in ourselves. 

As a result of this, we tend to judge those people to be higher performers than we do people 

who are less like ourselves (DeNisi& Griffin, 2008:338; Lepak&Gowan, 2010:272). 

 

• Contrast error.This is an interesting deficiency. For example, if an average person works in a 

group where the individuals are below-average performers, the individual may appear to be a 

better performer than he/she really is (Lepak&Gowan, 2010:272). 

 

• Halo effect.In this type of error, an individual is rated the same on all the dimensions based on 

one positive performance in one dimension (Nel et al,2008:501).  

 

• Horns effect. This is the opposite of the halo effect. Here, the supervisor tends to downgrade 

an employee on all the dimensions as a result of a poor performance in one of the dimensions 

(Armstrong, 2006:458). 

 

• Strictness and leniency. Sometimes supervisors consistently give low ratings even though 

some employees may have achieved on average or even above average. This is known as 

strictness. The opposite also happens, for example, the supervisor for a number of reasons 

may decide that the easiest way out is simply to give everyone a high evaluation. This is 

known as leniency (Nel et al, 2011:418).  

 

• Central tendency.When raters evaluate everyone as average, the result is central tendency. 

The reason for this can be that raters cannot evaluate the employee’s performance because 
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ofa lack of familiarity with the work, lack of supervisory ability, or fear of being reprimanded if 

they evaluate individuals too high (Nel et al, 2011:418). 

 

• Recency.Here the supervisor tends to remember only the recent work done by the employee 

just before the assessment and tends to forget about the work done during the year (Nel et al, 

2011:418).  

 

 

2.6 DEVELOPING AN EFFECTIVE PERFORMANCE APPRAISAL PROCESS 

 

Designing an effective performance appraisal process for a company/organisation is not an easy 

task. Various steps need to be followed to establish a system that works and is seen by everybody 

as being fair. What steps need to be taken? According to Grobler et al(2011:299-300), the 

following actions are needed: 

 

2.6.1 DETERMINING PERFORMANCE REQUIREMENTS 

 

The first step requires the administrators to determine what skills, output and accomplishments will 

be needed and evaluated during the performance appraisal process. In this regard, performance 

information may be sourced from the individual’s job description. 

 

2.6.2 CHOOSING AN APPROPRIATE APPRAISAL METHOD 

 

As indicated in this chapter, several appraisal methods are available to evaluate staff performance. 

There is no one method that can suite all organisations. Within the same organisation, different 

methods can be used for different groups, for example, production, sales and management. 

However, the decision regarding the method to be used is based mainly on what is to be achieved 

by the appraisal. 

 

2.6.3 TRAINING SUPERVISORS 

 

A critical step in the performance appraisal process is the training of supervisors on how to 

evaluate employees effectively. Unfair evaluation of staff may result in a loss of morale, leading to 

demoralised employees and eventually to legal action against the employer, loss of production, or 

poor decisions pertaining to the compensation of staff. 

  



 

 

33 

 

2.6.4 DISCUSSING METHODS WITH EMPLOYEES 

 

It is important that supervisors discuss with their employees what appraisal method(s) will be used, 

what areas will be evaluated, and the frequency of the assessment. 

 

2.6.5 APPRAISING ACCORDING TO THE STANDARDS 

 

The performance measurements should be used during the appraisal process. If this is not done, 

the system will lose credibility. 

 

2.6.6 DISCUSSING THE APPRAISAL WITH THE EMPLOYEE 

 

One of the most important steps in the appraisal process is the performance feedback given to the 

employee.Supervisors are encouraged to highlightthe positive aspects of the performance and to 

discuss with sensitivity the areas that need attention.  

 

 

2.7 EFFECTIVE PERFORMANCE APPRAISAL FEEDBACK 

 

As indicated earlier, performance feedback plays a pivotal role in the performance appraisal 

process (Kreitner&Kinicki, 2013:244). The feedback informs employees about the performance 

standards and expectations. Meaningful feedback is used to guide, motivate and reinforce positive 

behaviours and reduce ineffective work behaviours. Employees are motivated to improve their job 

performance when the feedback is credible and delivered in a considerate and respectful manner 

by the supervisor.  

 

According to Steelman and Rutkowski (2004:6-18), negative feedback, if not sensitively made, will 

result in negative reactions from the staff. Providing negative feedback is a job very few 

supervisors enjoy and they tend to avoid and delay the inevitable discussion and dealing with the 

employees’ reactions. Supervisors are less likely to provide performance feedback when their 

subordinates fail to meet the performance criteria. Sometimes supervisors give positive feedback 

even though the performance is poor in order to decrease the uncomfortable environment 

associated with giving negative feedback. The way in which feedback is provided after the 

completion of the performance review is therefore vital if it is to make a meaningful contribution to 

the whole process.    
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The above discussion concludes the focus on performance appraisal.In the next section, a closer 

look will be taken at the performance management process. 

 

 

2.8 PERFORMANCE MANAGEMENT 

 

As indicated earlier in this chapter, performance management is the process of creating a work 

environment in which people can perform to the best of their abilities. An issue that plays a major 

role in this regard is motivation. This aspect will be discussed first before the other components of 

performance management are addressed.It should, however, be clear that any level of 

performance on any task is not solely as a result of motivation. It is a joint function of ability, 

motivation and context (the work environment) (McShane&Von Glinow, 2013:34). Human resource 

management plays a critical role in determining these elements of performance, and attention will 

also be given to these aspects in the earlier part of this section.  

 

2.8.1 MOTIVATION 

 

As indicated above, motivation is one of the essential drivers of individual behaviour and 

performance.  As such, it plays an important role in the performance management process as it 

impacts directly on how a person will function within the job environment.  Literally thousands of 

studies support the relationship between the various motivating forces and task performance 

(Colquitt, Lepine& Wesson, 2013:183).  The motivating force with the strongest performance effect 

is self-efficiency/ competence, because people who feel a sense of internal self-confidence tend to 

out-perform those who doubt their capabilities (Stajkovic&Luthans, 1998:240-261).  Difficult goals 

are the second most powerful motivating force.  People who receive such goals out-perform the 

recipients of easy goals (Wood, Mento& Locke, 1987:416-425), while the motivational force 

created by high levels of valence, instrumentality and expectancy is the next most powerful 

motivational variable for performance (Van Eerde&Thierry, 1996: 575-586).  In view of this 

important role motivation plays on performance it is necessary to take a look at some of the 

motivational theories found.  The wide range and variety of motivation theories result from the 

great diversity of people and the complexity of their behaviour inorganisations (Quick& Nelson, 

2013:142). 
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According to Quick and Nelson (2013:144), motivation can be defined as a process by which a 

person’s efforts are energised, directed and sustained towards attaining a goal. However, people 

respond differently to situations and the way in which they are motivated.For example, new tasks 

may motivate some employees, while others will have a completely different view about the tasks 

and their willingness to expend high levels of efforts towards performing the tasks.  

 

The important aspect in motivation is satisfying people’s needs. According to Maslow, these needs 

can be satisfied in a hierarchy of needs, with the most basic needs at the lowest level increasing to 

the more appreciated needs at the highest level (Pettinger, 2010:130). These needs can be 

distinguished as follows: 

 

• Physiological needs:Theseare the lowest needs people have on a daily basis, which include 

needs such as food, water and shelter. 

• Safety needs: These needs become activated once the basic needshavebeen achieved. They 

include anything involving safety and a secure environment. 

• Social needs: These needs follow the safety needs, and include the needs to associate, 

belong and be accepted as an employee in the workplace or within society. 

• Esteem needs:These include internal factors such as self-respect, autonomy and 

achievement. The external factors include the personal status and recognition one receives 

from others. 

• Self-actualisation needs:These are the highest level of the individual’s needs.They are 

activated after all the other needs have been activated. They refer to the need for self-

fulfilment and the desire to become what one is capable of becoming. 

 

The model below (see figure 2.8) reinforces the idea that a variety of needsmotivate different 

people. Maslow’s theory is useful because it focuses on needs and suggests that not everyone 

would be motivated by the same set of needs at any one time (Quick& Nelson, 2013:148). 

 

 

  



 

 

36 

 

FIGURE 2.8:  Maslow’sHierarchyof Needs. 

 

 

 

 
Source:  Moorhead,G. andGriffin, R.W.  2012.Managing organizational behavior. 10thed.Mason 

(OH): South-WesternCengage Learning. 95. 

 

A few years after Maslow’s proposals, Clayton Alderfer proposed a variation on Maslow’s theory 

which he called the ERG theory. Alderfer’s theory substituted three basic levels of needs for 

Maslow’s five levels. He labelled them Existence needs, Relatedness needs and Growth needs, 

and suggested that people might move either up or down the hierarchy of needs. For example, 

once we have satisfied our Existence needs, we can move up to Relatedness needs. If, however 

these needs are not being satisfied, we will move back to the Existence needs(Quick& Nelson, 

2013:149).  
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However, needs-based theories explain only part of the story of motivation. They do not tell us 

much about how the person becomes motivated or how the person decides where to exert his/her 

efforts. To understand more about this, we need to turn to the various process-based models of 

motivation (Quick & Nelson, 2013:149). 

 

2.8.2 PROCESS-BASED THEORIES OF MOTIVATION 

 

Process theories of motivation are concerned with howa person becomes motivated to perform in a 

certain way. These theories also tell only part of the story as they need to be integrated with 

aspects of the needs-based theories in order to understand human motivation better (Shields, 

2007:76). A discussion of a number of process theories follows. 

 

2.8.2.1 Reinforcement Theory 

 

According to Spector (2008:204), the Reinforcement Theory describes how rewards or 

reinforcement can affect behaviour. The theory is influenced by the Law of Effect developed by 

Thorndike, who said: “The probability of a particular behaviour increases if followed by rewards” 

(Shields, 2007:76). The opposite, however, is also true, namely, that behaviour decreases if 

followed by a punishment. The theory ignores feelings, attitudes and expectations.  

 

2.8.2.2 Expectancy Theory 

 

Vroom’s expectancy model is a model of motivation suggesting that work motivation is determined 

by the individual’s perceptions of the relationship between effort and performance, performance 

and rewards and the desirability of the rewards (Lewis, Goodman &Fandt, 2004:466).  According to 

this theory, a person is motivated to the degree that he/she believes that,  (1) effort will yield 

acceptable performance (expectancy),(2) performance will be rewarded (instrumentality), and  (3) 

the value of the rewards is highly positive (valence) (Schermerhorn (Jr), Hunt & Osborn, 2008). 

 

Expectancy models are based on the notion that motivation is a function of the desirability of the 

outcome of the behaviour.  In other words, if an individual believes that behaving in a particular 

way will generate rewards that the individual values and seeks, he/she will be motivated (Martin, 

2005).  The theory, therefore, focuses on the three relationships (expectancy, instrumentality, and 

valence) (Langton & Robbins, 2007:126).  A brief discussion of these concepts follows. 
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• Expectancy 

This is the probability assigned by an individual that work effort will be followed by a given 

level of achieved task performance (Schermerhorn (Jr) et al, 2008). 

 

• Instrumentality 

Instrumentality is the individual’s perception that a specific level of achieved task performance 

will lead to outcomes or rewards (Lewis et al, 2004:466);  it is the probability that performance 

will lead to various outcomes (Schermerhorn (Jr) et al, 2008). 

 

• Valence 

Valence is the value or importance that one places on a particular reward (Nelson & Quick, 

2008 and Langton et al, 2007:128). 

 

Vroom posits that motivation, expectancy, instrumentality, and valence form the following 

equation: 

 

 Motivation  =ExpectancyxInstrumentalityxValence  (Schermerhorn (Jr) et al, 2008) 

 

A schematic presentation of the Expectancy Theory model is provided in figure 2.9. 

 

FIGURE 2.9: A schematic presentation of the Expectancy Theory Model. 

 

 
Source:  Moorhead, G. and Griffin, R.W. 2012. Managing organizational behavior.10thed. Mason 

(OH): South-WesternCengage Learning.106. 
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2.8.2.3 Equity Theory 

 

The Equity Theory was developed by J. Stacey Adams. This theory describes the process 

individuals follow in determining equity in the work place. According to the theory, people are 

motivated to perform their duties well if they perceive equity between their inputs and outcomes, for 

example, the rewards they receive, and the fair treatment they will receive from the organisation 

(Spector, 2008:150). 

 

The equity theory asserts that employees who find themselves in an inequitable situation will 

experience dissatisfaction and emotional tension that will consequently reduce their motivation. 

Inequity is the psychological state that arises if employees compare themselves with others in 

respect of both the outcome ratio as well as the input ratio (Creed &Phillips, 2011:108). 

 

 

2.9 AN INTEGRATED MODEL OF MOTIVATION 

 

It is clear from the foregoing discussion that each of the motivation theories has something to offer. 

Having said this, it is possible to combine the positive aspects of each theory into a single overall 

model of motivation (see figure 2.10). A brief discussion of this model follows. 

 

From the earlier discussion, it is clear that the five categories of needs from Maslow can easily be 

used in Alderfer's ERG theory. The only issue is therefore how many categories of needs we want 

to consider. Although the expectancy theory is much more complex than the reinforcement theory, 

both theories lead us to make the same basic recommendations, namely, that we strengthen the 

links between performance and gaining valued outcomes (Creed &Phillips, 2011:100). The basic 

notion here is that an employee will exert effort on the job only if that effort will lead to improved 

performance and rewards and if those rewards are considered to be fair and satisfy important 

needs of the employee. 
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FIGURE 2.10: An integrated model of motivation. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Source:  DeNisi, A.S.andGriffin, R.W. 2008.Human resource management. 3rded.  

 Boston HoughtonMifflin.439. 
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convince them to exert effort on some aspect of the job. 

 

Will effort leadto 
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performance management within organisations. These are the Goal-setting Theory and the Agency 

Theory.  

 

2.10.1 GOAL-SETTING THEORY 

 

This theory was first proposed by Ed Locke (1968:157-189). The Goal-setting Theory is a fairly 

simple model of motivation. It is based on the premise that people with goals work harder than 

people without goals. Beyond that, the theory suggests that not all goals are created equal and that 

goals which are difficult and yet specific and concrete will motivate employees the best (Reece, 

Brandt & Howie, 2011:161).The Goal-setting Theory process is illustrated in figure 2.11. 

 

FIGURE 2.11: Goal-setting Theory process. 

 

 
Source:  Grobler, P.A., Wärnich, S., Carrell, M.R., Elbert, N.F.and Hatfield, R.D. 2006. Human 

resources management in South Africa.3rded. London: Thomson Learning. 275.  

 

2.10.2 AGENCY THEORY 

 

According to Shields (2007:469), the Agency Theory addresses potential conflicts of interest 

among different groups of stakeholders in an organisation. The name of the theory, together with 

some of its basic principles, is derived from the fact that in most modern organisations, the 

individuals who own a company do not actually run it on a day-to-day basis. The management of a 

company acts as their agent. Problems arise when the interests of the owners (the principals) are 

in conflict with the interest of the managers (agents). The agency theory can provide guidance on 

how to change some parameters of any situation so that the interest of the groups involved can be 

aligned. This is often done with incentives.    
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In this section,six major theories of motivationas they apply to the work setting have been 

discussed, namely:  Maslow’s hierarchy of needs, the reinforcement theory, the expectance theory, 

the equity theory, the goal-setting theory and the Agency theory. However, two additional theories 

also deserve some attention, namely:  intrinsic motivation and creativity. Although most of the 

motivation theories address extrinsic motivation, intrinsic motivation is just as important. Intrinsic 

motivation is the motivation to do work because it is interesting, engaging and possibly challenging. 

Performing work that is interesting and challenging can be its own reward. HR managers can 

achieve this through the process of job enrichment.  

 

The other motivational aspect is creativity. Creativity has been suggested as one of the outcomes 

of intrinsic motivation. The most common definition of creative behaviour at work involves doing 

things that are innovative and that provide some value to the organisation. Thus, if HR managers 

can design jobs that are more challenging and interesting, it is more likely that employees will 

engage in creative behaviour at work (Kreitner&Kinicki, 2013:356). 

 

 

2.11 PERFORMANCE-ENHANCEMENT TECHNIQUES 

 

There is no doubt that enhancing the performance of the company’s workforce is no easy task. In 

this section, the focus will firstly be on the different levels at which this can take place in the 

organisation, and thereafter some methods of how to raise this will be discussed.  

 

2.11.1 ENHANCING PERFORMANCE AT DIFFERENT LEVELS WITHIN ORGANISATIONS 

 

According to DeNisiand Griffin (2008:451), performance in any organisation exists at multiple 

levels. The most basic level of performance is at the level of the individual employee and this is the 

level that most people find it easy to conceptualise. Most appraisal techniques discussed up to now 

in the chapter are also applicable at this level.  

 

It is critical that the performance-enhancement interventions ultimately improve the company level 

performance: this is the level that determines the long-term survival of the company, generates 

profits for sharing, and determines the company’s stock price.  

 

A number of techniques to assist in this regard will be discussed next. These techniques all form 

part of the total performance management process as indicated in figure 2.1 earlier. The first 

aspect that will be discussed is training and development. Thereafter, the issue of job design will 
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be looked at, as well as the role of alternative work arrangements. Lastly, the aspect of tying 

rewards specifically to pay-for-performance will be addressed. 

 

2.11.2 TRAINING AND DEVELOPMENT 

 

A further important component in the performance management system is that of training and 

development as indicated in figure 2.1 in the beginning of the chapter. 

 

South Africa is in the second decade of its democracy; however, it is at present faced with one of 

its biggest challenges, namely, the shortage of skills. This affects the economy and hampers 

service delivery. 

 

According to Saunders, Lewis and Thornhill (2007:610-630), training is defined as a planned 

attempt by the organisation or a systematic process to modify the employee’s learning ofjob-

related knowledge, skills and behaviours. Training aims to improve employees’ performance within 

the company, usually when work standards are low as a result of lack of skills or knowledge or 

poor attitudes among individual employees or groups (Erasmus, Loedolff,Mda&Nel,2006:2). 

 

A topic closely related to this is development. Development refers generally to the development of 

employees as a group within an organisation rather than that of an individual. Development assists 

managers and professionals to provide the skills needed for both present and future jobs. Thus, 

where training focuses on the now, development is focused on the future, and takes place within 

the context of specific objectives (Erasmus et al, 2006:3). 

 

The ultimate goal of a training programme is to improve organisational performance and add to 

organisational effectiveness and profitability.Training is not a once-off event, but a continuous 

process in achieving organisational effectiveness.Employees therefore need to receive training on 

an on-goingbasis to enable them to keep abreast of the latest developments. 

 

Training and development can be implemented in different ways for example, through skills 

programmes, short courses, formal training and learnerships. Both generic and specific training 

can be offered to employees. Generic training refers to training where employees gain skills that 

can be used at different workplaces. Specific training, however, refers to training in which 

employees gain information tailored specifically to suit the needs of the company where they are 

employed (Wilkin, Bacon, Redman & Snell, 2010:155). 
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In many instances training interventions have shown a remarkably positive impact.For example, 

several studies have reported on the benefits of training, such as increased skills set, motivation, 

higher productivity and knowledge transfer (Choo&Bowley, 2007:339-352). 

 

• Training benefits fortheindividual 

The individual benefits from training in the following important ways: 

o The individual is empowered to make better decisions and solve problems more 

effectively. 

o Job satisfaction is increased and knowledge is improved. 

o Training in critical and scarce skills and knowledge bases adds to employee marketability 

and employment security. 

 

• Training benefits for the organisation  

The organisation benefits from training in the following important ways: 

o It helps to keep costs down. 

o It improves the organisational culture. 

o The morale of the workforce is improved. 

o Improved profitability and better service delivery. 

o General efficiency and productivity.  

o Skills and knowledge encourage staff to take responsibility (Erasmus et al,2006:5;Mello, 

2011:385). 

 

2.11.3 JOB DESIGN  

 

A far different approach to enhancing company/organisational performance is through the redesign 

of jobs. Specifically, this technique involves redesigningjobs so that the work itself will motivate 

employees to exert greater effort. A number of approaches can be found here:job enrichment, job 

rotation, job enlargement, alternative work arrangements, and expanded leave (Quick& Nelson, 

2013:455). 

 

2.11.3.1 Job enrichment 

 

Job enrichment is an attempt by the organisation to make jobs more desirable or satisfying. The 

process entails the modification of the current jobs (tasks) to enable employees to experience a 

higher level of job achievement. Job enrichment can be realised by assigning more interesting and 
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difficult tasks to the job and granting additional authority to execute these tasks to the employees. 

The lack of flexibility in jobs can result in an employee being unhappy, leading to low productivity 

(Werner &Desimone, 2006:51). 

 

2.11.3.2 Job rotation 

 

Job rotation is the periodic shifting of employees in a predefined way over a period of time, from 

one task to another when the job is no longer challenging to them(Reece et al, 2011:162). For 

example, an employee can move from the car washing bay to fitting wheels and later on move into 

the inspection section of the company. Job rotation reduces boredom and increases the level of 

employee motivation.  

 

However, job rotation has not been very successful in enhancing employee motivation or 

satisfaction, because jobs that are amendable to rotation tend to be relatively standard and routine 

(Reece et al, 2011:162). 

 

2.11.3.3 Job enlargement 

 

Job enlargementwas developed to increase the total number of tasks that workers perform.As a 

result, all workers perform a wide variety of tasks,therebyreducing the level of job dissatisfaction. 

For example, in a glass-fitting workshop, instead of cutting window panes only,the employees can 

physically fitthe glass into the frames as well (Reece et al, 2011:163). 

 

2.11.4 ALTERNATIVE WORK ARRANGEMENTS 

 

Another approach to performance enhancement involves allowing employees more flexibility in 

their working arrangements. There are different approaches to alternative work arrangements, and 

a number of the most popular ones will be discussed next.  

 

2.11.4.1 Flexible working hours 

 

One type of alternative work arrangement is flexi-time. Flexible work hours give employees control 

over the starting and ending times of their work schedule. Here, employees decide what time they 

will be at the office, and when they will leave. Work time is designed in such a way that there is 

always a maximum number of employees available at any time when they are needed, for 

example, between 09:00 and 15:00 every day (Gomez-Mejia, Balkin&Cardy, 2010:105). 
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The benefits of having a flexible working package in a company can include: 

• Improved job satisfaction, morale, and productivity. 

• Enhanced employee recruitment and retention.  

• Reduced absenteeism.  

• Reduced stress and burnout.  

• Improved balance of work and family life. 

 

2.11.4.2 Compressed work week 

 

According to Luthans (2011:44), the compressed work week arrangement favours both employees 

and employers. Employees work the required number of hours, but do so in less than five days. 

For example, this option allows the organisation to operate for 10 hours a day, 4 days in a week, 

while Friday becomes a free day for the employees. 

 

2.11.4.3 Telecommuting 

 

Here, the employer allows employees to work from home on specific days. Employees are 

connected to the office via telephone or cellphone, faxes and e-mails. The programme needs to be 

well managed to ensure that proper control and supervision of the subordinate’s work takes place. 

Studies have shown that the implementation of telecommuting leads to increases in the 

productivity of employees(Quick& Nelson, 2013:470). 

 

2.11.4.4 Expanded leave 

 

Under this arrangement, employees are allowed to take long leave, such as sabbatical leave, or 

leave for community service or for educational purposes. The organisation guarantees the 

payment of the employee’s salary with benefits during the leave period (Cascio, 2013:139).  

 

2.11.5 INCENTIVES AND PERFORMANCE-BASED REWARDS 

 

Another approach to enhancing performance in the workplace is by explicitly tying rewards to 

performance. Many plans on how this can be done exist, for example, through incentives such as 

individual incentive pay plans or team incentive pay plans.    
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2.11.5.1 Incentives 

 

Incentives are regarded as a once-off payment by the organisation to employees for good 

performance. The main purpose of incentive pay is to equate pay to the contribution made by the 

employees in the achievement of the organisational goals (Hellriegel, Jackson, Slocum, Staude, 

Amos, Klopper, Louw&Oosthuizen, 2009:250).  A brief discussion on individual and team incentive 

pay plans follows: 

 

2.11.5.2 Individual incentive pay plans 

 

Many different Individual incentive pay plans such as sales commissions, piece-rate, performance 

bonuses and merit pay can be found in the literature (DeCenzo& Robbins, 2010:273). A brief 

discussion of these follows: 

 

• Sales commission:Here the compensation is based on a percentage of the total sales 

achieved. For example, employees are paid a basic salary for the work done, and commission 

is paid for exceeding the set target for a particular month (Luthans, 2008:101). 

• Piece-rate incentive:Thisis the oldest incentive plan. In this case, an employee is paid a fixed 

rate for each task completed. For example, people are given a piece of land to work on, and 

when finished, they are paid for the completed task (Wright, 2004:136).  

• Performance bonuses:Aperformance bonus is an incentive payment given to an employee in 

the form of a lump sum payment for exceeding the required target. This is a once-off payment 

and is normally seen as a fourteenth cheque (Moorhead& Griffin, 2012:162). 

• Merit pay:This is based on the performance of the individual, who can receive either one or 

two salary notch increases on his/her salary scale. This is a permanent pay increase 

(Moorhead& Griffin, 2012:162). 

 

2.11.5.3 Team incentive pay plans 

 

With regard to teams, two types of plans can be distinguished, namely: profit-sharing plans and 

gain-sharing plans: 

 

o Profit-sharingplan:Underthis plan, the employees receive a share of the company’s profit. 

The profit is paid in addition to the employee’s regular salary (Gomez-Mejia et al, 2010:383). 
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o Gain-sharing plan: The underlying assumption of gain sharing is that the employees and the 

employer have the same goals and therefore should share in the incremental economic gains 

achieved by the company.For example, a cost saving from productivity improvements will 

result in some of the gains being shared by the staff.  

 

 

2.12 EVALUATING PERFORMANCE ENHANCEMENT PROGRAMMES 

 

Any discussion of how the company evaluates the effectiveness of performance enhancement 

techniques must really become a discussion of how one measures the company’s performance. 

When we think about individual performance, we can think about the number of units produced or 

total sales, but measuring organisation-level performance is much more difficult (DeNisi& Griffin, 

2008:473).  

 

Any true measure of organisational success must tie back to the organisation’s strategic goals. The 

simplest way to assess a company’s performance is therefore to determine whether or not the 

strategic goals have been met. For example, if one of the organisation’s goals was to expand the 

business to four provinces with four additional branches within in the next financial year, the 

question would be: “Did it happen?” 

 

In addition, there are general indices of company level performance that could be used to help 

evaluate the effectiveness of these interventions. The first set of indices that can be considered is 

human resource indicators.These would include the measuring of turnover, absenteeism, accident 

rates and labour cost. All of these indices indicate how well the company is managing its human 

resources. Given the steady rate of production or sales, changes in these indicators in the desired 

direction, for example, lowering them, means higher profitability for the company (DeNisi& Griffin, 

2008:474). In addition, there are other measures of profitability such as productivity and 

controllable costs. As an example, a food serving company will focus more on controllable costs as 

the major indicator of success, whereas in the manufacturing sector, the focus will be more on 

some measure of productivity, which will include output and the cost of production. 

 

Organisations can also use a set of financial and accounting indicators in this area. For example, 

one of these can be the stock price, which presumably reflects the market view of the 

organisation’s success – although there are other factors that may affect the stock price (DeNisi& 

Griffin, 2008:474).Other indices also exist such as the return on investment (ROI). Based on the 
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indicators discussed here, there is no reason to choose a specific indicator over another one, as 

each indicator provides useful information to the company to enable it to measure its success.  

 

 

2.13 THE WORK ENVIRONMENT 

 

As mentioned earlier, one of the three components influencing an individual’s performance is the 

job environment. Here we think of the equipment, materials and other work-related aspects such 

as colleagues, supervisors and leadership issues. The work environment can be divided into three 

main components,namely: the job content environment, the job context environment, and the 

external environment (Terblanche&Grobler, 2000:19). A brief discussion of these environments 

and their impact on the individual performance within a company follows. 

 

2.13.1 The job content environment 

 

This environment refers to the psychological satisfaction experienced by the employee when 

performing his/her work. It thus has an important influence on employee performance and 

productivity and, ultimately, organisational success (Terblanche& Grobler, 2000:20).  

 

The following elements can be identified in an employee’s job content environment: 

♦ Nature of the job 

The nature of the job refers to the extent to which the job allows the employee the opportunity to 

realise his/her full potential.It is essential that the job allows sufficient opportunity for the 

incumbents to be creative and innovative. The job design aspect discussed earlier will play an 

important role here.  

 

♦ Job guidelines and goals 

It is important that employees know what their jobs entail and where they fit into the overall goals of 

the organisation. Standards of performance and acceptable behaviour, as well as proper 

guidelines on how to execute the job tasks, need to be formalised so that employees know what 

they are accountable for. Again, job design can play a valuable role here. 

 

♦ Status and recognition 

The status an employee enjoys within an organisation is directly tied to the content of the job. It is 

essential that an employee is proud of his/her job and the status he/she receives within the 

organisation, as well as from the external environment (Terblanche and Grobler, 2000:20). 
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♦ Development 

The development of individuals is essential if the organisation is to ensure adequate skills and 

knowledge for the future. Thus training and development need to be done on a regular basis 

(Terblanche& Grobler, 2000:20). See the earlier discussion in this regard. 

 

2.13.2 The job context environment 

 

The second environment is known as the job context environment. This environment is also called 

the social and physical environment.It refers to the job satisfaction experienced by an 

employeedue to his her affiliation to, and membership of the organisation. The following sub-

components can be found here:  

 

♦ Leadership style 

If quality leadership and supervision are received by the employee, he/she will be motivated to 

perform. It will also lead to a reduction in conflict and will therefore have a positive impact on the 

motivation of the employee. 

 

♦ Structure and personnel policy 

It is vital that various HR systems are established within the organisation to support the employee. 

Here we think of company policies being available on the company intranet. A proper 

organisational structure also needs to be in place, with a clear delegation of powers between the 

different levels.  

 

♦ Interpersonal relations 

To be productive and motivated, it is important that employees have good relationships with their 

colleagues. This will reduce conflict, resulting in groups working together harmoniously. 

 

♦ Group relations 

Individuals are unable to strive towards achieving organisational goals in isolationbut rather need 

to interact within a work group in order to achieve the organisational objectives. Working in a team 

together is therefore of vital importance.  

 

♦ Working conditions 

The conditions under which employees work, will also impact directly on their motivation and 

productivity.Various sub-elements pertaining to working conditions can be distinguished. 

  



 

 

51 

The first of these is the physical working environment. This includes lighting, ventilation, noise and 

air pollution.A second is that of the psychological working conditions. This refers to the 

psychological effects that work pressure has on specific individuals and groups, for example, the 

stress they experience. 

 

The third element is that of the physical layout of the workplace. Workers need to be able to find 

their tools and materials quickly and effectively. Having all of these issues working together 

harmoniously can lead to increased job satisfaction and productivity (Terblanche& Grobler, 

2000:21). 

 

2.13.3 The external environment 

 

The final environment is the external environment, which primarily refers to areas outside the 

organisation that have an impact on the employees. Changes, especially in the economical, 

technological, political and institutional environments, have an impact on the management of an 

organisation as well as the utilisation of employees.  

 

For example, technological developments and changes can have a direct impact on how the 

individual is performing his/her task. It can impact on him/her either positively or negatively. It is 

clear that the environments within which an individual finds himself/herself can have a major 

impact on his/her motivation and performance. The aim is thus to maximise individual and group 

performance by creating individual motivation, which in turn will lead to increased individual 

performance and ultimately company success. 

 

 

2.14 OVERALL CHARACTERISTICS OF A PERFORMANCE MANAGEMENT SYSTEM 

 

The discussion in this chapter highlights the close relationship which exists between Human 

Resource Management and Performance Management.  It also indicates the main building block 

on which the PM system is based, namely the performance appraisal.  According to Gilmore and 

Williams (2013:233), the purpose of the appraisal is to provide an opportunity to communicate with 

employees about all aspects of their individual performance, identify opportunities for training, 

learning and development, and motivate them by providing feedback, recognition and praise linked 

to extrinsic rewards.  The PM process is thus a process which contributes to the effective 

management of individuals and teams to achieve high levels of organisational performance.  The 

process can be seen as a partnership between HR managers, business managers and employees 
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(Gilmore & Williams, 2013:231).  It is also clear that for employees to perform beyond the minimum 

requirements, they need to be motivated, have the ability through their knowledge and skills to 

perform well, and also have the opportunity to use their skills in their specific roles within the 

organisation (Gilmore & Williams, 2013:230). 

 

According to Armstrong and Baron (2005), the PM system demonstrates the following 

characteristics: 

- it (the organisation) communicates a vision of its objectives to all employees 

- it sets departmental and individual performance targets which are related to wider 

organisational objectives 

- it conducts formal reviews of progress towards these targets 

- it uses the review process to identify training, development and reward outcomes 

- it evaluates the whole process in order to improve effectiveness 

- it uses formal appraisal procedures as a way of communicating performance requirements that 

are set on a regular basis. 

 

 

2.15 SUMMARY 

 

In this chapter, the focus has been on performance management and performance appraisal. The 

chapter discussed important key questions about the performance appraisal process, namely who 

should evaluate employees’ performance, and what to evaluate. Different role players in 

performance appraisal were identified, such as the rater, supervisor, peers, subordinates, 

customers and clients (360-degree feedback).  

 

Rating techniques/methods were also discussed. These included: the graphic rating scale, critical 

incidents method and the behaviourally anchored rating scales (BARS). The Balanced Scorecard, 

HR Scorecard and the Workforce Scorecard were also discussed as new developments in the 

appraisal field. The impact of motivation on the individual was looked at, and the following theories 

were discussed, namely: Maslow’s hierarchy of needs, the Reinforcement theory, the Expectancy 

theory, and the Equity theory.  

 

Other important theories such as the Goal-setting theory and the Agency theory also received 

attention. Various performance enhancement techniques were also discussed, such asalternate 

work arrangements, training and development, incentives, evaluation of performance enhancement 
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programmes, and the work environment. Finally,theevaluation of performance enhancement 

programmes was also discussed, and the overall characteristics of a performance management 

system was highlighted. 

 

In the following chapter, the profile of the Department of Labour with specific reference to its 

performance management process will be looked at. 
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CHAPTER 3 

A PROFILE OF THE DEPARTMENT OF LABOUR  

WITH SPECIFIC REFERENCE TO ITS  

PERFORMANCE MANAGEMENT PROCESS 

 

 

3.1 INTRODUCTION  

 

The Department of Labour plays a significant role in reducing unemployment, poverty and 

inequality through a set of policies and programmes developed in consultation with social 

partners.These actions are aimed at improving economic efficiency and productivity, skills 

development and employment creation. The Department therefore plays an important role in South 

Africa, and as a result, is the focus of this study.  

 

In this chapter the focus will first be on the historical background of the Department of Labour. 

Thereafter the focus will shift to the creation of the new Department of Labour in 1994, and lastly, 

the activities pertaining to the performance management process within the Department will be 

looked at.  

 

 

3.2 HISTORICAL BACKGROUND LEADING TO THE NEW DEPARTMENT OF LABOUR 

 

Two very distinct periods regarding the development of the Department of Labour can be found, 

namely, the period before 1994 and the period after 1994. 

 

3.2.1 DEVELOPMENTS BEFORE 1994 

 

South Africa's major employment problems during the period before 1994 were characterised by 

discriminatory laws such as the Black Labour Relations Regulation Act 48 of 1953 and the 

Industrial Conciliation Act 28 of 1956 (later renamed as the Labour Relations Act).  These Acts 

embodied the racial policies of the then Government (Nel, Swanepoel, Kirsten, Erasmus &Tsabadi, 

2005:77).  
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The previous government (also known as the apartheid government) regulated the working 

community in many ways, which included reinforcing racial (or discriminatory) and repressive 

labour laws based on the colour (race) of the employees. For example, black workers were less 

favoured than white workers (Grogan, 2010:308).  

 

As a result of these inequalities, and the enormous pressure from the black workforce, the 

government of the day found it necessary to make important changes in the area of labour 

utilisation in the country. This led to the appointment of the Wiehahn Commission in 1979. The 

Commission was appointed against the backdrop of the socio-political turbulence of the seventies 

(Venter, 2006:41). 

 

The main aim of the Commission was to investigate South African labour legislation in its entirety, 

once and for all (Levy, Kelly & Levy, 2010:79). This Commission, together with the Riekert 

Commission, recommended drastic changes to the existing labour dispensation. The majority of 

the recommendations were accepted by the government (Grogan, 2010:308) (see table 3.1). 

 

TABLE 3.1: Some recommendations pertaining to the first part of the WiehahnCommission 

Report (released in May 1979). 

♦ Trade union rights should be granted to black workers. 

♦ The name Department of Labour should be changed to the Department of Manpower. 

♦ A new industrial Court should be established. 

♦ Job reservation should be abolished. 

♦ Separate facilities, in shops, offices and in work places should be abolished. 

♦ A National Manpower Commission should be established. 

♦ Stringent requirements should be set up to register a trade union. 

♦ A major revamp of the labour legislation should be undertaken. 

♦ Racism should be removed from the Industrial Relations (IR) legislation. 

♦ Minimum standards should be introduced into the basic Conditions of Employment Act 

(BCEA). 
 

♦ Black trade unions should be recognised. 

♦ Health and Safety legislation for the work place should be rewritten. 

 
Source: Grogan, J. 2010. Workplace law.Cape Town: Juta& Co. Ltd. 308.  
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TABLE 3.2: Further recommendations released by the Wiehahn Commission during 1981. 

♦ Labour laws and practices should correspond with international conventions and 

codes. 

♦ The Wage Act should be retained and amended. 

♦ The conditions of employment for women, as well as their working circumstances, 

should be revised.  

♦ Specific legislation should be adopted to deal with unfair labour practices. 

♦ The position of the closed-shop agreement should be clarified. 

 
Source: Grogan, J. 2010. Workplace law.Cape Town: Juta& Co. Ltd. 308. 

 

The Wiehahn Commission performed its job well and despite reservations from different 

stakeholders, the government accepted the recommendations, which consequently led to major 

changes in the labour dispensation in South Africa. During this period, the Department was known 

as the Department of Manpower. 

 

3.2.2 DEVELOPMENTS AFTER 1994 

 

Employment relations in South Africa evolved through various phases, culminating in the current 

dispensation initiated by the democratic system of government in 1994 (Landis &Grossett, 2005:1). 

 

In the period after the first democratic election in April 1994, a totally new labour dispensation was 

established. Firstly, the name of the Department was changed to the Department of Labour. 

Secondly, numerous activities pertaining to labour issues that had previously been dealt with by 

the different independent states (the former homelands, known as the TBVC states) were 

incorporated into the new Department.  

 

Thirdly, in line with South Africa’s new Constitution, numerous new labour laws were 

passed,namely: 

♦ The Labour Relations Act 66 of 1995. 

♦ The Basic Conditions of Employment Act 75 of 1997. 

♦ The Employment Equity Act 55 of 1998. 

♦ The Skills Development Act 97 of 1998.    
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Thus, all legislation pertaining to discrimination in the workplace was abolished by means of the 

new legislation created by the new Department.For a brief summary of the purposes of each Act, 

see Appendix A. 

 

 

3.3 SOME FACTS ABOUT THE NEW DEPARTMENT OF LABOUR 

 

3.3.1 STRUCTURE OF THE DEPARTMENT OF LABOUR 

 

As a result of the creation of the nine (9) new provinces in the country, the Department of Labour 

set up provincial offices, one in each province, with its Head Office in Pretoria, after 1994. To foster 

service delivery within its structures, the Department developed the following business units at the 

provincial level: Public Employment Services (PES); Beneficiaries Services (BS); and Inspections 

& Enforcement Services (IES) as core delivery units; with Labour Market Information & Statistics 

(LMIS) and a Management Support Services unit to support all the business units. The Department 

also created distinguishable Labour Centres in the various regions within the provinces. The 

Department of Labour now has 125 Labour Centres countrywide, with 429 visiting points and 

9 satellite offices (see table 3.3). 

 

TABLE 3.3: Labour centres, visiting points and satellite offices of the Department of Labour. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
Source: Department of Labour. 2009.  Strategic plan for the Department of Labour 2010-2015:4. 

  

Province 
Number of Labour 

Centres 
Number of 

visiting points 
Number of 

satellite offices 

Gauteng 26 4 0 

KwaZulu-Natal 16 45 2 

Western Cape 12 85 7 

Eastern Cape 16 77 0 

Mpumalanga 14 23 0 

Limpopo 13 17 0 

Free State 11 72 0 

North West 10 20 0 

Northern Cape 7 86 0 

TOTAL:  125 429 9 



 

 

59 

 

In figure 3.1the present organisational structure of the Department of Labour is indicated. For more 

details pertaining to the roles of the individual sections in the structure see Appendix B.  

 

 

3.3.2 STAFF COMPLEMENT 

 

In table 3.4, the total staff complement of the Department as on31 August 2010 is indicated. A total 

of 6 766 people were at the time employed by the Department.Approximately 840 vacancies 

existed at that stage. The total post-establishment is 7 606. The most staff members, 1 235, are 

found in Gauteng province, followed by KwaZulu-Natal with 875 staff, while the smallest staff 

contingent is found in the Northern Cape, with 269 staff. The reason for the larger staff numbers in 

Gauteng is the concentration of workers in this province when compared to the other provinces. In 

terms of gender, the staff in the Department consists of 56 percent females and 44 percent males, 

with all ethnic groups being well represented.  

 

TABLE 3.4: Staff complement of the Department of Labour in 2010. 

Race Male Female Total 

Africans 2 385 2 804 5 189 

Coloureds 293 382 675 

Indians 92 88 180 

Whites 177 545 722 

TOTAL:  2 947 3 819 6 766 

 

Source: Department of Labour. 2010. Employment Equity report dated 31 August 

(unpublished). 

 

The rank structure of the Department consists of numerous levels, the lower salary levels being 

levels 1-3, which are in the minority, followed by salary levels 4-6, which are in the majority (see 

table 3.5).  

 

Most of the officials at salary levels 4-6 are placed at the front-line offices, and serve as the face of 

the Department. They are normally based at the delivery service points. The majority of these staff 

members are inspectors, client service officers (CSOs) and administration clerks.  

 



 

 

60 
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TABLE 3.5: Staff establishment per rank level in the Department of Labour. 

NUMBER OF EMPLOYEES PER SALARY LEVEL 

SALARY 

LEVELS 
1–3 4–6 7–8 9–10 11–12 13–14 15–16 TOTAL 

Numberofpo

sts filled  
241 3 832 1 901 535 179 70 8 6 766 

Numberof 

posts vacant  
27 432 251 91 26 11 2 840 

TOTALNUMBE

R OF POSTS  
268 4 264 2 152 626 205 81 10 7 606 

 

Source: Department of Labour. 2010. Employment Equity report dated 31 August 

(unpublished). 

 

The next set of levels, 7-9, consists of practitioners and supervisors. At levels 9-10, the Assistant 

Directors are found, followed by the Deputy Directors at levels 11-12. At levels 13-14 the Chief 

Directors can be found, while at the highest levels, 15-16, the Deputy Director Generals are found, 

led by the Director General. 

 

3.3.3 DUTIES OF THE DEPARTMENT OF LABOUR 

 

The Department of Labour performs a number of duties, which consist of the following, among 

others:  

• Processing of claims for the compensation of occupational injuries and diseases of staff while 

on duty and attending to applications for payments from the Unemployment Insurance Fund 

(UIF). 

 

• Investigating cases reported to the Labour Centres, conducting inspections by Labour 

Inspectors, and providing employment services to people seeking employment. 

 

3.3.4 MISSION OF THE DEPARTMENT OF LABOUR 

 

The mission of the Department of Labour isto regulate the South African labour market for a 

sustainable economy through appropriate legislation and regulations,byconducting inspections and 

enforcing compliance.    
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In order to achieve this mission, a number of strategic priorities have been identified by the 

Department (see table 3.6). 

 

From table 3.6 it is clear that some major challenges face the Department of Labour which will be 

realised only if its staff component is motivated and perform their duties diligently. One aspect 

which can assist greatly in this regard is a well-developed performance management system.  

 

TABLE 3.6: Strategic priorities of the Department of Labour (2010-2015). 

♦ Strategic Priority 1: Speeding up economic growth and transforming the economy 

 to create decent work and sustainable livelihoods. 

 
♦ Strategic Priority 2: Strengthening the skills and human resource base. 

 

♦ Strategic Priority 3: Improving the health profile of the nation. 

 

♦ Strategic Priority 4: Having a comprehensive rural development strategy linked to 

 the land and agrarian reform and food security. 

 

♦ Strategic Priority 5: Intensifying the fight against crime and corruption. 

 
♦ Strategic Priority 6: Designing a massive programme to build an economic and 

 social infrastructure.  

 
♦ Strategic Priority 7: Building cohesive, caring and sustainable communities. 

 
♦ Strategic Priority 8: Ensuring sustainable resource management and use. 

 
♦ Strategic Priority 9: Pursuing African advancement and enhanced international  co-

operation. 

 
♦ Strategic Priority 10: Building a developmental state, including the improvement of 

 public services. 

 
Source:  Department of Labour.2009. Strategic plan for the Department of Labour 

 2010-2015. 12. 

 

 

3.4 PERFORMANCE MANAGEMENT ACTIVITIES IN THEDEPARTMENT OF LABOUR 

 

Performance management activities in the Department of Labour are based on the performance 

management policy of the Department known as the Performance Management (core levels 1-12) 

Policy number 14. Managers and subordinates are expected to implement the performance 
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management practices according to the guidelines and prescripts of the policy. This policy is based 

on the following: 

 

♦ The Strategic Plan of the Department. 

♦ The Skills Development Act. 

♦ HRM Policies and guidelines of the Department. 

♦ Public Service prescripts. 

♦ The Labour Relations Act. 

♦ The Public Finance Management Act. 

♦ The Employment Equity Act. 

♦ The Public Service Co-ordinating Bargaining Council Resolution 10 of 1999: “Incapacity Code 

and Procedures for the Public Service”. 

 

The above documents act as the framework within which the Department of Labour’s performance 

management process operates.  As indicted in the previous chapter, this whole process is 

activated by the performance appraisal process within the Department.  In the next section, the 

performance appraisal process, as it operates within the Department, will be discussed, and 

attention will also be given in section 3.5, on how the rest of the performance management process 

activates within the Departmentand interacts with the performance appraisal process. 

 

3.4.1 PERFORMANCE APPRAISAL PROCESS 

 

The performance appraisal process in the Department of Labour starts each year during April. The 

HR division issues a directive to all heads of divisions to start the performance appraisal process 

within their divisions. The staffisinformed about the due date for submitting their performance 

agreements, as well as when the agreements must be finalised within each section. All staff 

members must enter into performance agreements on an annual basis. 

 

Each employee is expected to have a signed copy of his/her performance agreement within a 

month of his/her appointment. Performance agreements are signed by employees and their 

immediate supervisors. The agreement clearly states the targets to be achieved and the period 

within which to achieve the agreed targets (see Appendix C for a copy of such an agreement form). 

If an employee changes job roles at the same level during the performance cycle, a new 

performance agreement must be entered into for the new role, and the performance assessment 

should take both periods of work into consideration.  
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The signed performance agreements are moderated by senior staff members. For example, the 

administration clerk reports to the supervisor, who reports to the Assistant Director, who reports to 

the Deputy Director, who moderates the performance agreements and performance assessments 

for all the subordinates.  

 

The purpose of the moderation process is to ensure that the targets and the agreements are fair 

and reasonable. At the end of the assessment period, each employee is assessed to determine the 

progress achieved, in accordance with the signed performance agreement. Self-assessment is the 

first step in the performance appraisal process in the Department.  

 

After the employee has assessed him-/herself, the appraisal is sent to his/her manager for a 

discussion regarding the individual scores (see Appendix D for a copy of an assessment form). 

 

The assessment of the incumbent’s performance is done on a six-monthly basis as per the review 

cycle (see table 3.7).The supervisor, incumbent and moderator sign the performance assessment. 

 

TABLE 3.7: Timelines for the performance appraisal assessments within the 

Department of Labour. 

First semester Assessment month 

April to September October 

Second semester Assessment month 

October to March April of the following year 

 
Source:  Department of Labour. 2003.PMSPolicy. 4. 

 

The scores used in the rating, range between 1-5.For more details on the rating scales(see 

Appendix E). If both parties (supervisor and the employee) agree on the scores the final appraisal 

form is completed, which is then signed by both parties. In case of a dispute, that is, where both 

parties do not agree on the scores, the employee has the right to refuse to sign the performance 

appraisal form.  

 

He/she can then lodge a dispute in writing to the moderator. The moderator is the senior staff 

member of both the employee and the supervisor. The moderator investigates the matter using 

supportive documents received from both parties. If the dispute cannot be resolved, the dispute is 

referred to the Local Review Board for further investigation. This Board consists of senior 
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managers within the Department as well as a number of representatives from the Labour Centres 

in the provinces. 

 

The function of the Local Review Board is to verify whether the performance appraisal process was 

conducted in a fair and just manner. The Board meets after each performance appraisal session, 

to establish whether there is a need to adjust the scores. It can also request additional information 

if need be to verify the scores of especially the high achievers (Department of Labour, 2003:8).  

 

At the next level we find the National Review Board. This is the highest decision-making body in 

the Department, and is chaired by the Chief Director: HRM. This Board consists of Chief Directors, 

representing each branch of the Department, the Chief Financial Officer, and the Chief Directors of 

the Provincial Operations. 

 

After the performance appraisal process has been completed in all of the provincial offices as well 

as Head Office, the score sheets are sent to the National Review Board for the adjudication of the 

results. The Deputy Director-General: Corporate Services approves the payment of incentives for 

the employees qualifying for awards. 

 

Based on the total scores obtained during the review process, the employees can receive 

recognition from the Department. In table 3.8 the different levels of recognition are indicated. 

 

TABLE 3.8: Recognition table of the Department of Labour. 

Score Description Category Action 
% 

Incentive 

Pay 

progression 

[notch] 

1.00-

1.99 
Poor  Investigate None None 

2.00 - 

2.99 

Below  

expectation 
 

Deal with 

under-

performance 

None None 

3.00 - 

3.49 

Meets 

expectation 
 Encourage None 

1 notch 

Progression 

3.50 - 

3.74 
Commendableperformance C BronzeCertificate To be 

determined 

by the 

National 

Review 

Board 

To be 

determined by 

the National 

Review Board 

3.75 - 

4.24 
Superior performance B SilverCertificate 

4.25 - 

5.00 
Outstanding performance A GoldCertificate 

 

Source:  Department of Labour. 2003. PMS Policy. 19.   
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3.5 DEALING WITH EMPLOYEES’ UNDER-PERFORMANCE IN THE DEPARTMENT OF 

LABOUR 

 

As is the case in every organisation, poor performers unfortunately do exist. The important issue, 

however, is how the organisation goes about dealing with this challenge. 

 

Some of the causes of poor performance can be identified as follows: 

• Lack of experience. 

• Lack of skills. 

• Lack of job-related knowledge. 

• Negative attitude towards the job. 

• Personal problems, for example, financial difficulty could impact on work performance. 

• Poor supervision.  

• Un-co-operative co-workers and/or poor relationships among colleagues.  

 

To address the above problems, the Department of Labour follows the following procedure: 

The supervisor identifies the poor performers through the performance review. He/she then has to 

identify the causes for the under-performance, and depending on the specific reasons, suggests 

one of the following actions to address the problem. 

 

• On-the-job coaching 

 

One of the actions which can be used to improve the performance of employees within the 

Department is coaching. Here, a supervisor takes the under-performer under his/her guidance and 

tries to improve the performance of the individual by setting targets, providing feedback, and 

correcting any problems which may surface.  

 

• Restating the work planperformance measures 

 

The inability of employees to perform their duties effectively may be as a result of a 

misunderstanding by the employee of his/her expected role. In addition, the official may also not 

understand how the performance is to be evaluated.  

 

The role of the supervisor in this instance is to clarify the work plan of the section and to indicate 

clearly what the expected performance is in order for the work plan to be achieved.  
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The supervisor must ensure that the employee understands how he/she will be measured on all 

the stated outputs. 

 

If it is proved that the incumbent is still not coping with the current work plan, the supervisor needs 

to adjust the incumbent’s work activities to suit the status of the affected employee. If this happens, 

the performance agreement needs to be amended to cater for the new needs and capabilities of 

the employee.  

 

• Identifying formal training/retraining efforts 

 

Training and development remains an important function in the Department. All the training needs 

from the different business units within the Department are consolidated into one official Work 

Place Skills Plan (WSP) for each of the provinces.  

 

This plan identifies the different types of training the employees need to undergo to improve their 

performance and overcome their shortcomings. This is derived from the Personal Development 

Plan (PDP) of each employee. Supervisors are responsible for seeing that these training 

interventions are undertaken by the employees and also need to monitor theimpact of the training 

undergone:did it, for example, improve the under-performer’s performance? 

 

The following are examples of typical courses offered by the Department of Labour for its 

employees: 

 

� Microsoft Office. 

� Incident management.  

� Case management. 

� Emerging management development programme (EMDP). 

� Advanced management development programme (AMDP). 

� Conflict management. 

� Presentation skills. 

� Minute-taking. 

� Certificate in supply chain management. 
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• Work environment audits to establish if there are other factors affecting the 

performance 

 

If the work environment has been identified as the cause for poor performance, the Department 

also conducts a work environment audit, to identify the barriers in this regard. For example,an 

ergonomics study may be conducted to find out if the workplace needs to be redesigned or new 

office furniture is required. Challenges here can have a major impact on the performance of 

employees.  

 

• Personal counselling 

 

Personal counselling is used as a positive intervention to provide support to employees. The 

purpose of this approach is to correct unsatisfactory performance of employees. If the employee 

does not respond positively to the performance improvement interventions aimed at improving 

his/her performance, such as training or monitoring, and continues to under-achieve, the process 

of personal counselling with the employee starts. 

 

The process involves the interaction between the supervisor and the employee. Personal 

counselling takes place on a monthly basis between the supervisor and the employee. The 

meeting agrees on improvement plans, the review dates, and actions to be taken if improvement 

does not take place.  

 

• Transfer to another section 

 

Another way to deal with poor performance if none of the above interventions is successful is to 

transfer the employee to another section within the Department. This can, in many instances, solve 

the problem of under-performance swiftly. 

 

 

3.6 SUMMARY 

 

In this chapter the focus was on the profile of the Department of Labour before 1994 and after 

1994. The chapter also focused on the different pieces of labour legislation administered by the 

Department of Labour. Also discussed were the Departmental organisational structure, staff 

establishment, post grades and the performance appraisal process. Issues related to the 

performance management process in the Department also received attention.The next chapter will 

focus on the research design for this study.  
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CHAPTER 4 

 

RESEARCH METHODOLOGY 

 
 

4.1 INTRODUCTION 

 

In this chapter, the methods and instruments used to conduct the empirical research for this study 

will be discussed. The following topics will be addressed: the research method used, the 

characteristics of a good questionnaire, the design of a questionnaire, the design and layout of the 

questionnaire for this study, the pre-testing of the questionnaire, the population, the sampling 

method used, the coding of the data, and the statistical methodology applied. 

 

 

4.2 THE RESEARCH METHODUSED 

 

Data may be collected through various data collection methods such as: surveys, interviews, 

questionnaires, e-mails, the telephone, observation, experiments or the Internet. For this research, 

it was decided to use the questionnaire method, which will be discussed in greater detail shortly 

(Aaker, Kumar & Day, 2007:234). 

 

4.2.1 THE QUESTIONNAIRE 

 

A questionnaire is a written, structured document containing a set of questions and other items 

designed to be used to collect data for research purposes. Questionnaires can be sent to a large 

number of people at different times and different places to obtain their inputs about the research 

topic under investigation. Researchers can use either structured or unstructured questionnaires.  

 

Structured questionnaires provide different options to each question and the respondent is 

simply required to select and mark the applicable answer (Babbie, 2010:256).  

 

Unstructured questionnaires, on the other hand, require far more co-operation on the part of the 

respondents since they are required to answer the questions in their own words. It is not 

uncommon for mail surveys to have a non-response rate of 90 percent. Therefore, it is imperative 

to choose questionnaires with great care. The most consistent and effective method for achieving a 
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high response rate involves the following: monetary incentives, reminders, and follow-ups. This 

approach has been found to improve response rates by increments of between 18-27 percent 

(Aaker et al, 2007:256). 

 

Although each follow-up letter brings additional responses, the optimum number seems to be two. 

Another method to improve the response rate is to provide a stamped envelope.  

 

According to Neuman (2006:297), there are many reasons for the non-response to questionnaires 

which include:  

 

♦ The possibility that the respondents did not receive the questionnaire; it may have been lost in 

the post. 

♦ The respondents could not read or write owing to ill health or being physically challenged.  

♦ Forgetting where the questionnaire is placed and not completing it at all.  

♦ Choosing not to respond to the questionnaire at all. 

♦ There is a language problem. 

♦ Respondents are not ready to provide the information requested. 

♦ Incomplete participation (respondents stopped answering before the end or began answering 

every question with “do not know” or “no opinion”). 

♦ Lack of interest. 

♦ Long lead time between the mailing and reporting of the findings. 

 

Table 4.1 outlines the advantages and disadvantages of using a questionnaire as a data collection 

method. 

 

TABLE 4.1: The advantages and disadvantages of using a questionnaire as a data collection 

method. 
 

Advantages Disadvantages 
 

• Relatively cheap method of data collection.  

• Standardised questions make it easy for data 

coding.  

• Time saving, since a large amount of 

information can be collected within a limited 

time. 

• Answering questions can be kept impersonal.  

• Easy to standardise. 

 
• Low response rate and difficult to check if 

the respondents understood the questions. 

• It is difficult to follow up with the 

respondents because of their anonymity. 

• No control over the conditions under which 

the questionnaires are completed. 

• Difficult to interpret. 

• No opportunity to clarify things. 

• Limited to literate people.  

 
Source: Welman, J.C., Kruger, S.G.and Mitchell, B. 2005. Research methodology.3rded.  

 Cape Town: Oxford University Press. 153.   
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In this research, the most important reasons why the questionnaire was used as the method for 

data collection included the following: 

 

• It is easy to distribute the questionnaire by means of the postal system. 

• The majority of the respondents have a type of “pen and pencil” job in which they could 

complete the questionnaire during office hours. 

• It is a relatively cheap method. 

 

 

4.3 CHARACTERISTICS OF A GOOD QUESTIONNAIRE 

 

The format of a questionnaire is just as important as the nature and wording of the questions 

asked. An improperly laid-out questionnaire can lead respondents to miss questions, confuse them 

about the nature of the data desired, or even lead them to throw the questionnaire away (Babbie, 

2010:262). In table 4.2 a number of characteristics of a good questionnaire are indicated. 

 

TABLE 4.2: Characteristics of a good questionnaire. 

• Use a booklet format 

A booklet format is good because it has the following attributes: 

o It looks more professional. 

o It is easy to handle. 

o It prevents pages from being lost. 

o A double-page format can be used. 

 

• Identify the questionnaire 

 The questionnaire must have a date, title of the study and the name of the person conducting 
the survey. 

 

• Use large and clear print 

Large print on the questionnaire can make it more user friendly and easy to use. Small print 
makes it difficult for people to read the questions, and discourages respondents from completing 
it. 

 

• Avoid overcrowding of questions 

Avoid lots of questions on one page as crowding makes the questionnaire appear more difficult 
to complete. 
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TABLE 4.2:  Characteristics of a good questionnaire  (continued). 

• Provide instructions for the completion of the questionnaire 

Specific instructions on how to complete the questionnaire should appear on the questionnaire. 
These instructions should be placed on the front page where all the respondents can see them. 
Instructions should be identified through bold print, italics and/or capital letters. 

 

• Pre-code all closed questions  

Pre-coding allows the respondent simply to circle the right answer. The questionnaire should 
also make provision for a pre-code column (a column for data-coding purposes). This column 
must clearly indicate that it is for office use only. 

 

• Do not split the questions across pages 

Splitting the questions across two pages may confuse the respondents, especially with regard to 
response categories for closed questions. 

 

Source: Babbie, E. 2010. The practice of social research. 12thed.Belmont (CA): Wadsworth 

Thomson-Cengage Learning. 262. 

 

 

4.4 THE DESIGN OF A QUESTIONNAIRE 

 

As mentioned earlier, the design of a questionnaire plays a crucial role in the success of research 

undertaken. Saunders et al (2007:356), regard the following as important steps to follow in the 

design of a questionnaire: 

 

• Design individual questions carefully. 

• The layout of the questionnaire should be clear. 

• The information goals should be determined and the population identified. 

• Decide which questions need to be asked. 

• Identify the respondents’ frame of reference. 

• Formulate the questions. 

• Pre-test the questionnaire. 

• Revise the questionnaire. 

• Compile the final questionnaire. 

 

Apart from asking the right questions, the following issues also need to be considered: 
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• Should questions be open-ended or closed-ended? 

 

Closed-ended questions provide greater uniformity in response and are more easily processed, 

whereas open-ended questions are more difficult to answer and not processed easily.Closed-

ended questions are mainly used for the following reasons: 

 

o They encourage responses by making the completion of the questionnaire easy. 

o They enable respondents to complete the questionnaire in a short time. 

o They simplify coding for data analysis purposes. 

o They reduce the amount of probing needed (Babbie, 2010:256).  

 

• Question content and phrasing 

 

Questionnaires provide few opportunities for probing, and therefore the different ways in which 

people could interpret questions should be given careful consideration. Questions to be asked here 

can include: 

 

o Do the respondents understand the words in the question? 

o Do all the respondents interpret the question in the same way? 

o Do all the respondents interpret the question in the way it is intended? 

 

According to Struwig and Stead (2001:90-91), one should, when framing the questions,be aware of 

the following: 

 

o Be concise – do not use too many words. 

o Ask one question at a time. 

o Ask questions that the respondents are able to answer. 

o Use an indirect or third-party approach to sensitive questions. 

o Ask a definite question if a definite answer is needed. 

o Avoid leading questions. 

o Make provision for all possible answers to questions including “other (specify)” “uncertain”, “do 

not know”, and “not applicable”. 

 

• Scaled response questions 

 

A question format that is often used to gather data on attitudes and perceptions is scaled-response 

questions. Two examples are the Likert-type scale and the semantic differential scale. 
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A Likert-type scaleis usually linked to a number of statements to measure attitudes or 

perceptions,and a 5-point or 7-point scale is often used (Struwig& Stead,2001:94).  In table 4.3an 

example of a Likert scale is provided. 

 

TABLE 4.3: An example of a Likert Scale. 

 Strongly 

disagree 
Disagree 

Don’t agree 

or disagree 
Agree 

Strongly 

agree 

My boss considers my opinion 

before making a firm decision. 
5 4 3 2 1 

My boss communicates with me 

at least three times a week. 
5 4 3 2 1 

I am a friendly person. 5 4 3 2 1 

 
Source:  Struwig, F.W.andStead, G.B.2001.Planning, design and reporting research. 

 Cape Town: Pearson Education, South Africa. 94.  

 

A semantic differential scale is similar to a Likert type scale, but only two bipolar adjectives are 

mentioned on a scale of between 7 and 11 points. See table 4.4 for an example of a semantic 

differential scale. 

 

TABLE4.4: A semantic differential scale. 

Rate the campus cafeteria on the following scale by placing an X 

in the block which best describes your feeling. 

(1) The food at the cafeteria is: 

 Always fresh   Always stale 

(2) The employees at the cafeteria are: 

 Always friendly   Not friendly at all 

 
Source: Struwig, F.W.and Stead, G.B. 2001.Planning, design and reporting research.  

 Cape Town: Pearson Education, South Africa.95.  

 

• Ordering of questions 

 

The ordering of questions will be determined initially by the need to gain and maintain the 

respondent’s co-operation and make the questionnaire as easy as possible for the researcher to 
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administer. These are the basic guidelines for sequencing a questionnaire to make it interesting 

and logical for both the interviewer and the respondent (Aaker et al, 2007:330). Some other 

guidelines in this regard can include: 

 

o The order in which effects must be considered. 

o The questionnaire should flow logically from one topic to the next. 

o  A rapport must be established with the respondents. 

o Sensitive or difficult questions dealing with income status and ability should not be placed at 

the beginning of the questionnaire.  

o Questions should proceed from broad and general to more specific.  

 

With the aforementioned as background, the next section will discuss the design of the 

questionnaire used for this study. 

 

 

4.5 THE DESIGN AND LAYOUT OF THE QUESTIONNAIRE FOR THIS STUDY 

 

The most important components of the research methodology used for this study will now be 

discussed. 

 

4.5.1 TYPE OF QUESTIONNAIRE USED 

 

A structured questionnaire was used for this study, as it is the most commonly used method of 

data collection. The structured questionnaire provides alternatives to each question and the 

respondents simply need to select and mark the applicable answer. For financial reasons, the 

covering letter (seeAppendix F), the questionnaire (see Appendix G) and the follow-up letter (see 

Appendix H) were drawn up in English only.  

 

4.5.2 THE DESIGN OF THE QUESTIONS 

 

The majority of the questions included insection B of the questionnaire consisted of Likert-type 

questions.  In section C, one open-ended question was included which allowed the respondents to 

provide some general comments or additional information, while in section A, the biographical 

information section, the respondents merely had to make a tick in the appropriate box.  
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4.6 LAYOUT OF THE QUESTIONNAIRE 

 

As indicated above, the questionnaire consisted of three sections.  

 

♦ Section A, which covered the Biographical information, had 8 questions.  Typical questions 

included here were:  gender of respondents, their educational qualifications, age, work status, 

length of service and the province within which the employee worked. 

 

♦ Section B, which covered aspects related to the performance management practices in the 

Department of Labour, had 87 questions.  The questions generated here were based on the 

literature review (see chapter 2), which focussed on issues related to performance 

management activities, performance appraisal practices and the work environment.  Several 

items were generated to measure the following constructs: 

- pay/compensation related to performance  

- promotion opportunities related to performance 

- training and development activities related to performance 

- the performance appraisal feedback process 

- the establishment of performance targets 

- the work environment within the Department 

- the role of employees in the performance appraisal process 

- the aspect of trust between the employees  

- the working relationship between the employees and the supervisors as far as the 

performance appraisal process is concerned 

 

♦ Section C,whichprovided space for some general comments or additional information by the 

respondents.  

 

 

4.7 APPEARANCE OF THE QUESTIONNAIRE 

 

The physical layout of the questionnaire plays a vital role in a respondent’s decision to complete it 

or not (Babbie, 2010:252). For this study, the questionnaire was printed on good quality white 

paper. Ample space was provided between the questions, as well as between the sections.   
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Time constraints also have a direct influence on the respondents’ willingness to complete the 

questionnaire. As soon as the questions are too time consuming to complete, respondents will not 

complete the questionnaire. Approximately 20 minutes was needed to complete the questionnaire. 

 

 

4.8 ISSUES RELATED TO THE PRE-TESTING OF THE QUESTIONNAIRE, AS WELL AS 

THE RELIABILITY AND VALIDITY OF THE QUESTIONNAIRE 

 

4.8.1 PRE-TESTING OF THE QUESTIONNAIRE 

 

According to Ronsow and Rosenthal (2005:127), the pilot testing of a questionnaire is absolutely 

essential. The purpose of pilot testing is to ensure that the questionnaire meets the researchers’ 

expectations in terms of the information that will be obtained from the questionnaire. Questionnaire 

pre-testing is one way of identifying and eliminating those questions that could pose problems.After 

all the deficiencies have been corrected, the final questionnaire can be compiled and distributed. 

 

The best way to test a questionnaire is to ask a small group of people who represent the various 

sub-groups within the intended sample to complete the questionnaire.In this study a formal pre-

testing was not done, but inputs were obtained from the supervisors in the Department of Labour 

within the post grade levels of 7-14 who are specialists in the field of Human Resources.  This 

group represented the various sub-groups of the intended sample.Once the inputs had been 

received from these specialists, corrections were made, and the final questionnaire was compiled 

and distributed. 

 

4.8.2 RELIABILITY 

 

An important issue when using a questionnaire is the aspect of reliability.  Reliability is the ability of 

the measurement instrument to obtain the same results when the same thing is measured more 

than once.  Different types of reliability measurements exists, namely:  test/retest reliability, internal 

consistency reliability, equivalent forms of reliability and inter-rater reliability (Leedy&Ormrod, 

2010:93).  For this study, the internal consistency reliability measurement, the Cronbach Alpha was 

used.  The value found was 0.971 which was above the threshold value of 0.7.  The reliability of 

the questionnaire was thus acceptable. 
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4.8.3 VALIDITY 

 

The other important issue when using a questionnaire is that of validity.  According to Newman 

(2007:118), validity is the extent to which the instrument measures what it is intended to measure.  

Different forms of validity can be found, namely:  face validity, content validity and criterion validity.  

In the present study the type of validity used to establish how trustworthy the results from the 

survey will be, is called content validity.  A measurement instrument has a high content validity if its 

items or questions represent the entire “universe of items”, from which it is drawn (Salkind, 

2009:118).  After the Questionnaire was designed, as indicated earlier, senior staff involved in the 

Department of Labour responsible for Human Resource Management issues, at post levels 7-14, 

as well as the supervisor for this study, a senior academic, were consulted regarding the content 

formulation and scope of the questions included in this survey instrument in order to ensure that it 

had an acceptable level of content validity.  The group approached, agreed on this aspect. 

 

 

4.9 POPULATION AND SAMPLING 

 

Althoughas indicated earlier, the Department of Labour has offices in nine (9) provinces, the study 

focused on only three (3) of the provinces, namely, Limpopo, Mpumalanga and Gauteng. The three 

provinces were identified for a number of reasons, among others, the proximity to each other, their 

population, and the vast numbers of employees employed in each of these provinces (see chapter 

1). 

 

It was decided to use the total population of all of the permanent employees in each of the three 

provinces as the target population. The study targeted all permanent employees from salary levels 

7 to 14. Employees on these levels are placed at the middle to the highest level of management 

and have a good insight in the topic under investigation, as they are involved with performance 

management activities on a daily basis as far as the employees they manage, are concerned. 

 

The population included the following: supervisors, practitioners, team leaders, Assistant Directors, 

Deputy Directors and Chief Directors. The lists of the staff contained the following details: names of 

individual employees, sections they worked in, and their designations.  

 

As far as the sampling was concerned it was decided to use a census and included the total target 

population of all the permanent employees in each of the three provinces from salary levels 7-14 in 

the study.    
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4.10 QUESTIONNAIRES SENT OUT AND RETURNED 

 

A total of 786 questionnaires were sent out on 4 January 2011 via external mail to the 

respondents. The respondents were requested to return the questionnaire no later than 30 January 

2011 (seeAppendix G). On 22 January 2011, follow-up letters were sent (see Appendix H) to 

respondents to encourage them to complete the questionnaires and return them on or before the 

due date. A total of 373 questionnaires werefinally received by mid-February 2011, resulting in a 

response rate of 47.5 percent. In table 4.5, it is indicated that the number of questionnaires 

distributed was 786 andthat373were returned. 

 

TABLE 4.5: The number of questionnaires distributed and returned. 

Name of province 

Number of 

questionnaires 

sent 

Number of 

questionnaires 

returned 

Limpopo 175 118 

Gauteng 437 176 

Mpumalanga  174 80 

TOTAL:  786 373 

 

Regarding the low response rate of mail questionnaires, Aaker et al (2007:256) state that the 

representivity of the population in the response is of greater importance than the general response 

percentage. A response rate of 60 percent is good, and a response rate of 70 percent is very good. 

One should bear in mind that these are only rough guides, and that they do not have any statistical 

basis.Having said this, there is no absolutely acceptable level of response rate to a mail survey 

other than 100 percent.In view of the above discussion, a response rate of 47.5 percent obtained in 

this study can be seen as acceptable. 

 

 

4.11 COMPUTERISATION AND CODING OF THEDATA 

 

Data obtained from the questionnaires must undergo preliminary preparation before it can be 

analysed. Data preparation includes:  

 

• Data editing 

• Coding, and 

• Statistical adjustment of the data (Aaker et al, 2007:432).    
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Upon the receipt of the questionnaires, each questionnaire was edited to identify omissions, 

ambiguities and errors in the responses.Illegible or missing answers were coded as “missing”.This 

simplified the data analysis, but it did not distort any interpretations of the data. Once the 

questionnaires were edited, the information was coded by a company specialising in the coding of 

questionnaires. A statistical software programme (SPSS) was used to analyse the data.  

 

 

4.12 THE STATISTICAL METHODOLOGY USED  

 

Various factors have to be considered before an appropriate statistical method for data 

interpretation can be selected.In respect of this research, the sample size and the number of 

variables that needed to be analysed simultaneouslywere identified and used as the basis for the 

interpretation of the data (Saunders et al, 2007:441). 

 

4.12.1 INFERENTIAL STATISTICS 

 

Inferential statistics are concerned with inferences that we can make about population indices 

obtained from samples drawn randomly from the populations (Welman et al, 2005:236). In this 

study, inferential techniques such as the chi-square test were used. The chi-square test enables 

the researcher to find out how likely two variables are associated, when the data can be divided 

into different categories. It involves measuring participants in terms of categories such as male and 

female. An important aspect also to consider here is the statistical significance. A detailed 

explanation of the statistical significance is given below.  Although a census was used, the realised 

number of respondents were a sub-set of the population and can thus be considered a sample and 

for this reason the inferential statistical techniques apply. 

 

4.12.2 STATISTICAL SIGNIFICANCE 

 

A statistical significance can be referred to as a probability of, for example, 0.05, which means that 

there is only a 5 percent chance that the situation will occur by chance alone.  

 

Therefore a probability of 0.05 or smaller means that you can be at least 95 percent certain that the 

relationship between the variables could not have occurred by chance alone (Saunders et al, 

2007:444).The p-value used is calculated to indicate the probability that the difference is due to 

chance. There are guidelines which determine which differences are large enough to be 

considered real, and which may be due to chance. 
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The significance level of a test is defined as the probabilities of making a decision to reject the null 

hypothesis when the null hypothesis is actually true (a decision known as a Type I-error).For this 

study a level of 5 percentwas used. The most frequently used levels of statistical significance are 

0.10, 0.05 and 0.0. As the current study is only exploratory in nature and no expected results were 

predicted, the two-tailedp-value was used. 

 

4.12.3 NON-PARAMETRIC TESTS 

 

Parametric tests make use of assumptions regarding the distribution and variances of populations. 

Tests that do not value such stringent assumptions are known as non-parametric tests (Saunders 

et al, 2007:441).In this study, non-parametric tests were used because: 

 

• Non-parametric tests are free of assumptions that are made when using parametric tests. 

• The data used are ordinal. 

 

4.12.3.1 Mann-Whitney U-test 

 

The first non-parametric test used for this study was the Mann-WhitneyU-test. 

 

The Mann-Whitney U-test is the non-parametric counterpart of the t-test for independent groups, 

without the t-test’s limiting assumptions. The U-test is used with two independent samples, given 

that the data are at least ordinal.In calculating the U-test, all the observations are combined and 

ranked algebraically from the smallest to the largest. The largest negative score received is the 

lowest rank, and where ties occurred, the average rank is assigned, as in other tests. 

 

TheMann-Whitney U-test tests for differences between two groups in terms of for example, 

location, focusing on the median as a measure of central tendency(Saunders et al, 2007:441). 

 

The other non-parametric test used in this study is called the Kruskal-Wallis test. 

 

4.12.3.2  Kruskal-Wallis test 

 

The Kruskal-Wallis test is regarded as the non-parametric alternative to the regular one-way 

analysis of variance and is used to compare the medians of three or more independent samples 

(Cooper & Schindler, 2008:500). The test is a generalised version of the Mann-Whitney U-test and 
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does not assume that the samples have been drawn from normally distributed populations with 

equal variances. All the scores in the entire pool of observations are ranked from the smallest to 

the largest; the rank sum of each sample is then calculated, with ties being distributed as in other 

examples.  

 

 

4.13 SUMMARY 

 

In this chapter the research and statistical methodology used in the study was discussed. The 

discussion focused on the population, sampling method used, the design and layout ofthe 

questions within the questionnaire, the pre-testing of the questionnaire, and the statistical tests 

used.In the next chapter (chapter 5), the results obtained from the survey will be analysed and 

discussed.   
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CHAPTER 5 

DISCUSSION OF THE DATA 

 

 

5.1 INTRODUCTION  

 

In the last two decades there have been major changes in the workplace.  One of those changes 

includes the introduction of performance management systems as a further development from the 

traditional performance appraisal process. Both government and the private sector in South Africa 

have been affected by this change and major adjustments have had to be made within their 

organisations. The primary purpose of this study was to determine how successful the 

performance management practices in the Department of Labour in the provinces of Limpopo, 

Gauteng and Mpumalanga in South Africa are. 

 

To achieve this goal, a structured questionnaire was designed and completed by staff members of 

the Department of Labour in the provinces of Limpopo, Gauteng and Mpumalanga. The responses 

have been statistically analysed and the findings are presented in this chapter. 

 

 

5.2 SECTION A OF THE QUESTIONNAIRE: BIOGRAPHICAL INFORMATION 

 

An analysis of the biographical data in section A of the questionnaire revealed the following:  

 

5.2.1 GENDER (QUESTION A 1) 

 

The questionnaires were completed by a total of 206 female (55.2%) and 167 male (44.8%) 

employees (see figure 5.1). This is also representative of the division between male and female 

staff members within the Department:2 947 males (44%) and 3 819 females (56%). 
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FIGURE 5.1: Gender distribution. 

 

 

5.2.2 HIGHEST EDUCATIONAL QUALIFICATION (QUESTION A 2) 

 

Figure 5.2 illustrates the classification of the respondents according to the highest educational 

qualifications they have achieved. The study reveals that the Department, as far as possible, 

employs qualified people. Of the respondents, only 3.5% have lower than Standard 10/Grade 12; 

27% have matric; 10.6% obtained a Certificate (1 year); and 27.4% have a 3-year Diploma. A total 

of 19.5% of the respondents have a Bachelor’s degree, while 9.8% have an Honours degree and 

1.4% have either a Masters or Doctoral degree. Four respondents did not complete this question. 

 

FIGURE 5.2: Qualifications.
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5.2.3 EMPLOYMENT STATUS (QUESTION A 3) 

 

The results of the survey indicate that almost all the respondents (98.4%) are permanent full-time 

employees while a very small number (1.3%) of the respondents are permanent part time (see 

figure 5.3). Only 0.3% of the respondents are on a fixed-term contract.One respondent did not 

answer this question. Thus, the Department has a very stable workforce. 

 

FIGURE 5.3: Employment status. 
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FIGURE 5.4: Age category. 

 

 

 

5.2.5 NUMBER OF YEARS IN PRESENT POSITION (QUESTION A 5) 

 

From figure 5.5, it is interesting to note that 36.7% of the respondents have been employed in the 

same position for more than 7 years, while 23.2% of the respondents have been in the same 
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staff do not move rapidly within the Department. Two respondents did not answer this question. As 

is the case with all hierarchical organisations, positions tend to become fewer the higher a person 

progresses.However, if no incentive other than promotion is provided, the staff may become 
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FIGURE 5.5: Period employed in the same position. 

 

 

5.2.6 TENURE AT THE DEPARTMENT OF LABOUR (QUESTION A 6) 

 

From figure 5.6 it would appear thatthe majority of respondents (59.9%) have worked for the 

Department of Labour for more than 7 years, indicating a fairly stable workforce, which is 

conducive to service delivery. It would appear that the retention of employees within the 

Department is also good. 

 

FIGURE 5.6: Period employed in the Department. 
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5.2.7 CURRENT JOB LEVEL IN THE DEPARTMENT OF LABOUR (QUESTION A 7) 

 

From figure 5.7 it is very clear that the majority of the respondents (81.4%) occupy a job level 

which is below that of an Assistant Director’s position, 17.5% of the respondents hold the position 

of Assistant Director, while 1.1% find themselves at the Chief Director or higher level, which is 

conducive to proper career management. This spread is typical of a hierarchical structure, which is 

commonly found in organisations. Thus, the Department has an even spread between junior and 

senior staff members (see figure 5.7). 

 

FIGURE 5.7: Job level. 
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FIGURE 5.8: Responses per province. 
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disagreed/strongly disagreed, and 21.3% of the respondents, who neither agreed nor disagreed 

with the statement. 

 

It would therefore appear that the majority of the respondents had benefited from the last review 

discussion they hadwith their managers/supervisors. Performance review feedback informs 

employees about the performance standards and expectations. Meaningful feedback is used to 

guide, motivate, and reinforce positive behaviour in employees and reduce ineffective work 

behaviours. As Pulakos (2004:4) indicates, employees are motivated to improve their job 

performance when the feedback is credible and delivered in a considerate and respectful manner 

by the manager/supervisor.  It would however appear from the findings that this has not been the 

case with 23.9% of the respondents.  In the case of these employees, problems with the approach 

followed by their managers/supervisors during this activity exist and attention to address this is 

required urgently.  Perhaps some workshop for the managerial/supervisory staff on how to 

communicate with their employees as far as feedback on the performance appraisal is concerned, 

would be a solution.  An area of great concern however, is the 21.9% of the respondents who 

could not provide any views on the feedback they received.  It could well be that they did not 

receive any feedback at all from their managers/supervisors and thus cannot comment on this 

aspect. 

 

RESULT 2: The Department’s needs and priorities are well communicated through the 

performance management process(Question B 2). 
 
The results of the survey indicate that 50.8% of the respondents agreed or strongly agreed with 

this statement. However, this was not the case with 30.6% of the respondents, who 

disagreed/strongly disagreed, and 18.6% of the respondents, who neither agreed nor disagreed 

with this statement. From the findings it would appear that in the case of 30.6% of the employees 

the communication regarding the needs and priorities of the Department is not executed well 

during the performance management process.  This is of great concern.  As indicated in chapter 2 

(figure 2.1), the performance management process consists of numerous activities amongst which 

include:  training and the performance appraisal process.  If employees thus cannot see any 

connection between the training they receive, as well as what is expected of them in their jobs, in 

the context of the overall needs and priorities of the Department, the effort they put into their work 

would be meaningless.  This also applies to the 18.6% of the employees who had no view 

regarding this aspect at all.  This finding can, as indicated in question B 1, also be attributed to the 

fact that they did not receive any feedback from their managers/supervisors, and thus would not 

have been informed of this aspect at all.  Different communication approaches can be used to 

convey important information to the staff such as:  meetings, circulars, the organisation newspaper 
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and the intranet.  It would thus be advisable for the Department to establish to what extent these 

methods are used at present in the Department to convey important information to the staff.  As 

Marr (2009:19) states: 

 

“Statements pertaining to the overall purpose, visionary goals and core values, are 

created by organisations in order to provide the overall guiding principles for their 

strategic thinking and employees’ behaviour …., it is the glue that holds the 

organisation together over a fairly long period of time and sets the general boundaries 

within which an organisation operates.” 

 

Thus, it is of utmost importance for employees to know what the Departments’ needs and priorities 

are. 

 

RESULT 3: Regular discussions are held with my manager/supervisor about my personal 

development(Question B 3). 
 
The results of the survey indicate that 44.2% of the respondents disagreed/strongly disagreed with 

this statement, while 21.3% of the respondents neither agreed nor disagreed with this statement. 

Only 34.5% of the respondents agreed/strongly agreed with this statement.  From this result it 

would appear that although the respondents feel motivated after their performance appraisal 

review (see questionB1), discussions during the year with their managers/supervisors about their 

personal development is absent for 44.2% of the respondents, while21.3% of the respondents had 

no opinion regarding this aspect at all and this can be seen as serious.  This finding is in line with 

the findings in question B 1 and B 2 where it appears that a serious lack of communication exists 

between this group and their managers/supervisors.  Only in the case of 34.5% of the respondents 

this is happening.It would therefore appear that a large number of managers/supervisors do not 

spend time with their subordinates regarding their personal development, and this is of great 

concern. If employees are not sure of where they are going or how to improve their present 

situation, this can have a negative effect on not only their own image but also on service delivery. 

Perhaps the implementation of a more formal approach in this regard would be the solution.  As 

Ulrich et al (2008:9) states: 

 

“Assuring talent means going beyond the platitudes such as ‘people are our most 

important asset’ and ‘strategy follows people’ and investing time and resources to 

secure superior talent.”   
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Thus, employees must be both competent and committed to realise the companies’ goals.  This 

however is only possible if a close relationship between the employee and the manager/supervisor 

exists. 

 

RESULT 4: In my last review, I was given the chance to say everything I wanted 

  (Question B 4). 

The findings indicate that 43.5% of the employees agreed/strongly agreed that they are given the 

opportunity to say everything they want during their performance review. However, this is not the 

case with 36.4% of the respondents, while 20.1% of the respondents neither agreed nor disagreed 

with this statement. The purpose of a discussion during the performance review is for both parties 

to air their views on issues that they feel bother them. If there is only one-way communication 

during this process, as is indicated by 36.4% of the respondents, the purpose of this discussion 

has limited value. As Price (2007:75) states: 

 

“Good communication is essential to the smooth running of the people management 

system.  It must be a two-way process.” 

 

It would therefore appear that although a discussion takes place between the manager/supervisor 

and the subordinate during the performance appraisal (see question B1 earlier), the 

manager/supervisor monitors what is said from the employee’s side. This cannot be conducive to a 

healthy relationship if certain aspects are swept under the carpet or not aired. 

Managers/supervisors should allow employees an opportunity to discuss everything they would like 

to say during a performance appraisal meeting in order to indicate areas of agreement or 

disagreement. This will assist both parties to come up with an action plan on how to improve in 

areas where the need exists.  For the 20.1% of the respondents who, neither agreed nor disagreed 

with this statement, it may indicate that they had no review to date (see the result in question B1 

earlier) or that they do not want to indicate their experience in this regard.   

 

Thus, proper two-way communication is essential if the performance appraisal is to have any 

value. 

 

RESULT5: Managers/supervisors in the Department have a good understanding of their 

employees’ jobs(Question B 5). 
 
The results of the survey indicate that 45.4% of the respondents agreed or strongly agreed that the 

managers/supervisors have a good understanding of their jobs.Unfortunately, this view is not 

shared by 30.9% of the respondents, who disagreed/strongly disagreed, and 23.7% of the 
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respondents, who neither agreed nor disagreed with this statement. If managers/supervisors do 

not understand the jobs of their employees well, it will definitely have a negative impact on the 

employees’ performance and their career management prospects. It is therefore not surprising, as 

was found in question B3 earlier, that 44.2% of the respondents indicated that their 

managers/supervisors did not have regular discussions with them on their personal development. 

They cannot do this if they do not understand their employees’ jobs! It would appear that the 

managers/supervisors are not performing their management tasks as required of them in their 

positions.  This is a serious finding and needs to be addressed by the Department through for 

example, workshops.  The 23.7% of the respondents who neither agreed nor disagreed with this 

statement, could indicate that these employees may feel that they do not know their 

managers/supervisors well enough to rate their level of understanding of their jobs. 

 

RESULT6: Managers/supervisors in this Department motivate staff to develop and 

achieve their goals(Question B 6). 
 
The results of the survey indicate that 42.8% of the respondents agreed or strongly agreed that 

managers/supervisors motivate the staff to develop and achieve their goals. This finding is in line 

with the findings in question B1 earlier where 54.8% of the respondents agreed/strongly agreed 

that they had felt motivated after their last review discussion, as well as in question B5 where 

45.4% of the respondents agreed/strongly agreed that their supervisors had a good understanding 

of their jobs. However, almost a third (31.7%) of the respondent’s disagreed or strongly disagreed 

with this statement, while 25.5% of the respondents neither agreed nor disagreed with this 

statement. This finding also makes sense when one looks at the findings in question B1 earlier. 

Here, 23.9% of the respondents disagreed/strongly disagreed that after their last review, they felt 

motivated to improve their performance. It is now clear why this is the case.  As far as this group of 

employees are concerned their managers/supervisors do not motivate them to achieve their goals. 

This can have a negative impact on the employees as well as the organisation and its clients, and 

therefore needs urgent attention.  As Lussier (2012:402) states: 

 

“Motivated employees are more productive employees which in turn contributes to  

bottom-line profits.” 

 

Once again, the 25.5% of the respondents who neither agreed nor disagreed with this statement, 

might be an indication that this staff either have very little interaction with their 

managers/supervisors, or do not want to indicate their experiences in this regard.  This finding is 

also in line with the earlier finding in question B1. 
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It is imperative that top management address this issue to ensure that managers/supervisors 

motivate their staff to develop and achieve their goals.Motivatingemployees is regarded as one of 

the most important management responsibilities. Employees need to be motivated to use their full 

potential to achieve organisational targets. Highly motivated employees are interested in producing 

high quality products and services. It is thus clear that motivated staff will assist the department to 

achieve its goals. 

 

RESULT7: Managers/supervisors in the Department tell employees when they are doing a 

good job(Question B 7). 
 
The results indicate that 42.2% of the respondents agreed/strongly agreed that 

managers/supervisors tell the employees when they are doing a good job. However, 33.9% of the 

respondents disagreed/strongly disagreed with this view, while 23.9%of the respondentsneither 

agreed nor disagreed with this statement. This finding is not surprising when one looks at the 

findings in question B 6, where 31.7% of the respondents indicated that their 

managers/supervisors do not motivate the staff to develop and to achieve their goals, and 25.5% of 

the respondents who neither agreed nor disagreed with the statement. It would appear that there is 

a problem with at least a third of the managers/supervisors regarding their involvement with their 

staff. As indicated earlier, perhaps some form of workshop needs to be held to train the 

managers/supervisors to communicate better with their staff, as well as how to praise and motivate 

them.  Once again, the 23.9% of the respondents who neither agreed nor disagreed with this 

statement might be an indication of staff that either have very little interaction with their 

managers/supervisors or who do not want to indicate their experience in this regard.  This finding is 

also in line .with the earlier finding in question B6.  There is no doubt that telling employees that 

they are doing a good job will have benefits for both the organisation and the employee. 

 

RESULT 8: Monitoring standards of performance is a regular management duty in the 

Department(Question B 8). 
 
In this finding, 50.6% of the respondents are of the view that management on a regular basis 

monitor their standards of performance. This is a rather high percentage of respondents, especially 

when one considers the answers provided in question B 3, where only 34.5% of the respondents 

indicated that managers have regular discussions with the employees about their personal 

development. On the negative side, 28.5% of the respondents are of the opinion that this does not 

happen while, 20.9%of the respondents neither agreed nor disagreed with this statement.This 

finding is in agreement with the finding of 44.2% (question B 3) of the respondents who indicated 

that they do not have regular discussions with their managers/supervisors regarding their personal 

development.  Monitoring the standards of performance on a regular basis will ultimately improve 
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the performance of the employees, as incorrect work practices should be picked up earlier and 

corrected before they can go too far. This will be to the advantage of all concerned. As Marr 

(2009:186) indicates: 

 

“One of the biggest pitfalls of performance assessments in organisations is that the 

data is not collected frequently enough …..  This is not very useful as the gaps 

between the assessments are too big and impacts of corrective actions cannot be 

tracked.  Accordingly, monitoring performance standards on a regular basis is essential 

if corrective action is to be taken timely.” 

 

The 20.9% of the respondents who neither agreed nor disagreed with this statement is in line with 

the finding in question B 3 and could indicate that these employees have very little or no contact 

with their managers/supervisors, or do not want to indicate their experiences in this regard.   

 

Thus, the frequent monitoring of performance is essential if early weaknesses are to be detected 

and corrected in time. 

 

RESULT9: My manager/supervisor coaches me to improve my performance 

(Question B 9). 

The results of the survey indicate that 41.6% of the respondents are of the opinion that their 

managers/supervisors coach them to improve their performance, while 33% of the respondents 

disagreed/strongly disagreed with this view, and 25.4% of the respondents neither agreed nor 

disagreed with this statement. This view correlates with the findings in question B 5 earlier, where 

45.4% of the respondents agreed that their managers/supervisors had a good understanding of 

their jobs.  It does not however correlate with the finding in question B 3 where 44.2% of the 

respondents disagreed/strongly disagreed that regular discussions are held with their 

managers/supervisors regarding their personal development.  Thus managers/supervisors will not 

be able to coach their subordinates if they do not know what their jobs entail or do not have regular 

discussions with the employees.It would thus appear that at least a third of the 

managers/supervisors are not committed to their employees.  This finding can have a negative 

impact on the functioning of the Department. Perhaps a seminar/workshop on the motivation of 

managers/supervisors would rectify the situation as already indicated earlier.The 25.4% of the 

respondents who neither agreed nor disagreed with this statement is in line with the findings in 

questions B 3, B 5 and B 8;  and could indicate that these employees have very little or no contact 

with their managers/supervisors, or do not want to indicate their experiences with the 
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manager/supervisor in this regard.  There is no doubt that for employees to develop, they need the 

intervention of their managers/supervisors on a regular basis. 

 

RESULT10: Employees in the Department receive feedback on how they are performing 

against targets(Question B 10). 
 
The results indicate that 44.7% of the respondents agreed/strongly agreed that employees in the 

Department receive feedback on how they are performing against the targets set. However, 34.7% 

of the respondents disagreed/strongly disagreed with this statement, while 20.6% of the 

respondents neither agreed nor disagreed with this statement. Again, this finding is in line with the 

findings in questions B 5, B 6 and B 7.  It would again appear that according to the trend found in 

the above questions, approximately one third of the managers/supervisors are non-committal 

regarding their subordinates, and this needs to be addressed.  The same trend was again found in 

the aforementioned questions regarding the 20.6% of the respondents who neither agreed nor 

disagreed with this statement, and as already mentioned before, this can perhaps be ascribed to 

the very little or no contact these respondents have with their managers/supervisors or that they do 

not want to indicate their experiences in this regard. 

 

RESULT 11: Employees in the Department are in no doubt that it is performance that 

matters (Question B 11). 
 
The results indicate that 52.5% of the employees agreed/strongly agreed that there was no doubt 

that performance in the Department matters.  However, 25.9% of the respondents do not agree, 

and in actual fact, disagree/strongly disagree with this view.  The positive view found here is in line 

with the previous findings in question B 6 where 42.8% of the respondents indicated that 

managers/supervisors motivate the staff, and question B 7, where 42.2% of the respondents 

indicated that managers/supervisors tell employees when they are doing a good job, and question 

B 8, where 50.6% of the respondents indicated that the monitoring of standards of performance is 

a regular management duty.  The negative view is also in line with what was found in these 

questions namely, that close to one-third of the respondents do not agree with this statement.  As 

mentioned before, there appears to be a major problem with about one-third of the managers/ 

supervisors and this needs to be addressed by the Department urgently.  This group is large 

enough to have a major negative influence on service delivery within the Department.  Regarding 

the 21.6% of the respondents who neither agreed nor disagreed with this statement this can again 

perhaps be ascribed to the very little or no contact these respondents have with their 

managers/supervisors and as such, this aspect is not brought to their attention which will normally 

have been the case with a normal relationship between the two parties. 
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As Conley (2007:22) states: 

 

“To be successful in the twenty-first century, organisations need to focus on both 

performance and health.” 

 

Thus, there is no doubt that performance in organisations matters. 

 

RESULT12: Poor performance is not tolerated in this Department(Question B 12). 

The results indicate that 50.8% of the respondents are of the view that poor performance is not 

tolerated in the Department. On the other hand, 25.8% of the respondents disagreed/strongly 

disagreed with this view, while 23.4% of the respondents neither agreed nor disagreed with this 

statement. This positive finding is supported by the findings in question B 11, where the majority of 

the respondents indicated that there is no doubt that performance matters. It is important that 

employees know what matters in the Department.The negative as well as the unsure view is also 

in line with what was found in question B 11.  This is not surprising as the two questions are closely 

linked.  It again reflects a situation of non-committal on the side of the managers/supervisors and 

also none or limited contact between the groups. 

 

RESULT13: The performance management system in the Department focuses on career 

development (Question B 13). 
 
The results indicate that 40.5% of the respondents disagreed/strongly disagreed that the 

performance management system in the Department focuses on career development. A further 

30% of the respondents neither agreed nor disagreed with this statement. Only 29.5% of the 

respondents agreed/strongly agreed with this statement. This finding is in line with the results from 

an earlier finding, in question B 3, where 44.2% of the respondents disagreed/strongly disagreed 

that they had regular discussions with their managers/supervisors regarding their personal 

development and also where 21.3% of the respondents neither agreed nor disagreed with the 

statement which as indicated before, can be attributed to the very little or no contact these 

respondents have with their managers/supervisors. With such a large percentage of staff 

responding so negatively regarding the issue of career development within the Department, this 

matter needs to receive urgent attention. The idea of performance management is that all the role 

players need to constantly address the issue of poor performance through, for example, additional 

training, relocating poor performers, and paying better salaries in the form of bonuses to those that 

excel. If there is a break in the system, for example, a lack of career development, the total 

performance management system will result in failure.   
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As Quick and Nelson (2011:196) state: 

 

“Good performance management systems are a valuable tool for providing employees 

with clear feedback on their actions.  Managers who rely on valid and reliable 

performance measures may use them in employee development and to correct poor 

performance.” 

 

Thus, the important role of performance appraisal in the career development of an employee 

cannot be underestimated.  

 

RESULT 14: The measures used to monitor performance are the most appropriate for the 

role(Question B 14). 
 
The results indicate that 35.1% of the respondents agreed/strongly agreed that the measures used 

to monitor their performance are the most appropriate. However, 31.6% of the respondents 

disagreed/strongly disagreed on this statement, while 33.3% of the respondents neither agreed nor 

disagreed regarding this statement.  This last group of respondents who neither agreed nor 

disagreed i.r.o. the measures used during the performance appraisal, can be attributed to poor 

communication and lack of contact with their managers/supervisors as indicated earlier, and as a 

result, they have no real knowledge of the measures used in the performance appraisal process in 

the Department.  As far as the first group of respondents are concerned, those who 

disagreed/strongly disagreed with this statement ─ this can be attributed to a non-committal on the 

part of their managers/supervisors to discuss these issues in detail with them and this is of great 

concern.  For any performance management system to work effectively, agreement should be 

reached on how the employees will be measured and what measurement instrument will be used. 

If there is unhappiness regarding the measures used, it will be seen by the employees as an unfair 

system which will consequently impact negatively on the employees and the organisation, in the 

end impacting on poor service delivery. The Department of Labour plays an important role in the 

community and thus needs employees who have a passion for their work and are well motivated. It 

would appear that there are problems in this regard with the majority of staff, and that the issue of 

the measures used to monitor performance needs to be addressed without further delay.  As 

Radnor and Barnes (2007:393) state: 

 

“Performance measurement is quantifying either quantitatively or qualitatively, the 

input, output or level of activity of an event or process.  Performance management is 

action, based on performance measures and reporting, which results in improvements 

in behaviour, motivation and processes and promotes innovation.”   
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Thus, if the performance measures are problematic, it will lead to demotivated staff which will 

impact negatively on the Department. 

 

RESULT 15: The measures used to monitor performance in the Department are clearly 

linked to the Department’s objectives (Question B 15). 
 
The results indicate that 51.5% of the respondents agreed/strongly agreed that the measures used 

to monitor their performance are clearly linked to the goals of the Department. A relatively small 

group of respondents, 17.7%, disagreed/strongly disagreed with this view, while 30.8% of the 

respondents neither agreed nor disagreed with this view which can again be attributed to their little 

or no contact with their managers/supervisors who would normally discuss these issues with them.  

 

For any employee to be passionate and motivated on the job there must be a good reason to 

function effectively on a daily basis.One of the building blocks for success in this regard is for the 

employees to see how their actions tie into the overall goals of the organisation. There must 

therefore be meaning in what they do. This finding confirms the results found in question B 2, 

where 50.8% of the respondents indicated that the Department’s needs and priorities were well-

communicated to them through the performance management process.  As Gilmore and Williams 

(2013:233) state: 

 

“The importance of setting clear performance objectives should be evident.  Moreover 

organisations increasingly use them in ways designed to focus employee activity on 

achieving organisational goals.” 

 

It is therefore not clear why 17.7% of the employees do not agree regarding this aspect.  Perhaps it 

can, as was the case with the previous findings for this group, be related to the non-committal 

nature of their managers/supervisors to discuss this aspect with them.This group must not be 

ignored. Perhaps placing some posters in the office environment dealing, for example, with how 

the employees’ jobs can make a difference to the overall functioning of the Department, can 

address this problem. 

 

RESULT 16: The Department provides sufficient time and resources for the performance 

management process(Question B 16). 
 
The results indicate that 35.1% of the respondents agreed/strongly agreed that the Department 

provides sufficient time and resources for the performance management process. However, 38.4% 

of the respondents disagreed/strongly disagreed with this viewpoint, and 26.5% of the respondents 

neither agreed nor disagreed with this statement. It would appear that the majority of the staff are 
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not satisfied with the effort and resources the Department is at present spending on the 

performance management process. This is a very serious finding indeed. If the process does not 

have legitimacy amongst the staff, it can impact on service delivery to the community, and needs to 

be addressed as a matter of urgency.  As Ngcamu (2013:316) states: 

 

“The failure of the performance management system is exacerbated by factors such as 

strategic objectives that are not cascaded down to the level of employees, unfair and 

unequal systems on which remuneration and reward is based, absence of continual 

feedback, inadequate internal communication and unrealistic expectations in terms of 

rewards.” 

 

For the group of 38.4% of the respondents who disagreed/strongly disagreed with this statement 

this is also no surprise as it would appear that there is a non-committal on the part of their 

managers/supervisors to discuss these issues with them properly and this needs to be addressed 

without delay.As far as the view of the 26.5% of the respondents who neither agreed nor disagreed 

with this statement is concerned, it can perhaps again be attributed to the little or no contact they 

have with their managers/supervisors during the performance management process.  

Consequently it is difficult for them to voice an opinion in this regard. 

 

RESULT 17: The performance management process allows us to give managers/ 

supervisors feedback on their performance(Question B 17). 
 
The results indicate that 42.1% of the respondents disagreed/strongly disagreed that the 

performance management process allows them the opportunity to give managers/supervisors 

feedback on their performance. Only 28.2% of the respondents agreed/strongly agreed that this 

was the case, while 29.7% of the respondents neither agreed nor disagreed with the statement. 

This can again be attributed to the fact that this last group of respondents perhaps have little or no 

contact with their managers/supervisors and are thus not in a position to comment on their 

performance.  It is also perhaps the case that they are not allowed to talk during the process as 

was found in question B 4 (20.1%).  While the findings for the group who disagreed/strongly 

disagreed is also no surprise as 36.4% of this group also indicated in question B 4 that they were 

not given a chance to talk. 

 

For an organisation to function effectively, it is important that there is a free flow of information from 

the bottom as well as from the top. If, as appears to be the case here, employees are not free to 

tell all, this may create a situation that employees may walk around disgruntled and unhappy.  
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Although the Department at present does not use a 360-degree performance appraisal system, 

where different stakeholders can provide an input as far as the performance of their 

managers/supervisors is concerned, they need to feel free to voice their opinion on everything 

which they feel is bothering them which can include feedback regarding their managers’ 

performance. This does not appear to be the case as already indicated, from the findings earlier in 

question B 4.Only if this can happen will a more trustworthy environment be created.As Quick and 

Nelson (2011:245) state: 

 

“It is difficult to draw general conclusions about people’s satisfaction with one-way 

communication. However, two-way communication is an interactive form of 

communication in which there is an exchange of thoughts, feelings or both, and 

through which shared meaning often occurs.” 

 

Perhaps the Department needs to hold a number of workshops on aspects of communication and 

teambuilding for its staff if it is to overcome this problem. 

 

RESULT 18: The performance management system is linked to producing sustainable 

long-term performance (Question B 18). 
 
The results indicate that 24.2% of the respondents disagreed/strongly disagreed that the 

performance management system is linked to producing sustainable long-term performance, while 

33.9% of the respondents neither agreed nor disagreed with this statement which can again be 

attributed to the fact that these employees perhaps have little or no interaction with their 

managers/supervisors who normally discuss these issues with their employees which in this case 

will not be realised, and as such, they will not be aware of the important link between the 

performance management system and the long-term performance.  The same applies to the group 

of respondents who disagreed/strongly disagreed with this statement.  Here again their 

managers/supervisors are non-committal and as such no proper discussion between the two 

parties take place and as such they see no real long term value in the performance management 

system.  It must also be remembered that in question B 14, both these groups were also of the 

opinion that the measures used to measure the performance, were not seen as the most 

appropriate.  A further aspect relates to the findings in question B 16 earlier, where the majority of 

the respondents also felt that not sufficient time and resources were allocated to the performance 

management process.On the positive side, 41.9% of the respondents agreed/strongly agreed with 

this statement. The view of the majority of the respondents is thus therefore that they do not see or 
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are not sure of any sustainable long-term performance coming from the present performance 

management system.   
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Thus, the Department needs to address these issues urgently if they want the employees to see 

any legitimacy in the present system as well as its relative value for the Department in the long 

term.  As Marr (2009:2) states: 

 

“The stated aims of performance management initiatives tend to be improved 

performance with an emphasis on increased efficiency and effectiveness of delivery.” 

 

Thus, the value of the performance management system for the organisation cannot be 

underestimated in the immediate and long term. 

 

RESULT 19: Employees in the Department agree together on their performance targets 

with their immediate managers/supervisors(Question B 19). 
 
The results indicate that 47.5 % of the respondents agreed/strongly agreed that the employees in 

the Department together with their immediate managers/supervisors agree on their performance 

targets. This view is not shared by 29.3% of the respondents, who disagreed/strongly disagreed 

with this statement, and 23.2% of the respondents, who neither agreed nor disagreed with this 

statement.  It would appear from the previous findings again that this last group of employees have 

little or no contact with their managers/supervisors which would make any meeting between them 

to decide on their performance targets difficult if not virtually impossible and as a result are not in a 

position to comment on this statement.  As far as the group of respondents are concerned who 

disagreed/strongly disagreed with this statement, again as indicated previously, this group’s 

managers/supervisors are non-committal towards them and as such spending sufficient time with 

them to establish performance targets appears to be virtually impossible, thus the view of this 

group on this aspect.As Fryer et al (2009:489-490) state: 

 

“A greater understanding of the importance of performance indicators and how to use 

them to achieve strategic objectives is essential at all levels of an organisation 

…………… the key message that comes across is involvement, involvement of all 

stakeholders.” 

 

Also of importance here are the earlier results found in question B 6 where 31.7% of the 

respondents felt that their managers/supervisors did not motivate them to develop and achieve 

their goals, while 25.9% of the respondents here neither agreed nor disagreed with this statement, 

and 42.8% of the respondents who agreed/strongly agreed with the statement. Similar results were 

found in question B 10, where 34.7% of the respondents indicated that they did not receive any 

feedback on how they were performing against targets, while 20.6% of the respondents neither 
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agreed nor disagreed with the statement.It would thus appear that a larger group of respondents 

disagree or are not sure on the aspect of the joint agreement of performance targets in the 

Department. This is a finding with serious implications which can lead to conflict and have a major 

impact on service delivery. It therefore needs to be investigated by the Department without delay.  

For the performance appraisal system to work properly, it is important that both the employee and 

the employer agree on what is to be achieved. This agreement is normally formalised in a 

performance appraisalagreement. At the end of the year, the employee’s achievements are then 

measured against this agreement. 

 

RESULT 20: Employees in the Department are clear as to how their role links to the 

Department’s plans (Question B 20). 
 
The results indicate that 53.4% of the employees agreed/strongly agreed that they are clear as to 

how their role links to the Department’s plans.  This finding is not surprising when compared to the 

finding in question B 2 where 50.8% of the respondents indicated that the needs and priorities of 

the Department are well communicated to them. However, 17.9% of the respondents 

disagreed/strongly disagreed with this statement, and 28.7% of the respondents neither agreed nor 

disagreed with this statement.  This last finding can again be attributed, as was the case before, to 

the fact that this group of employees perhaps have little contact or no interaction with their 

managers/supervisors at all, and as a result, do not have the normal communication between them 

when issues of this nature are discussed.  They are thus in many instances unaware as to how 

their role links to the plans of the Department.  Regarding the 17.9% of the respondents who do 

not however see this role very clearly, this can again be attributed to the non-committal approach 

followed by their managers/supervisors. They just do not see any need to discuss these issues 

with this group.  This finding is not surprising as the managers/supervisors in the earlier findings 

did not have any meaningful commitment to their subordinates (see questions B 5, B 6, B 7, B 9, B 

10 and B 16).  The Department therefore, in view of such a large group of employees involved, 

needs to address this aspect without delay as it can have a negative impact on its performance.  

From the findings it is clear that the majority of the employees (53.4%) understand their roles 

clearly.  It is important that employees understand why they are performing a specific task/activity 

within the organisation and how this activity/task contributes to the overall plans of the Department.  

This will give the employee clarity as to what his/her role within the Department is.  As De Waal 

(2013:268-269) states: 

 

“Those who look at performance management from the human resource perspective, 

acknowledge that there has to be a direct link between personal objectives and 
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organisational objectives …………. The objectives have to be translated into clear 

expectations regarding the performance of organisational members.” 

 

Thus, it is important that the employees know how their role links to the Department’s plans. 

 

RESULT 21: Employees in the Department are clear as to how they could improve their 

performance(Question B 21). 
 
The results indicate that 51.6% of the respondents agreed/strongly agreed that the employees in 

the Department are clear as to how they could improve their performance. This finding is not 

surprising when taking into account the finding in question B 8 where 50.6% of the respondents 

indicated that their standards of performance are monitored on a regular basis, and question B 10, 

where 44.7% of the respondents indicated that they receive feedback on how they are performing 

against their targets.  However, 23.4% of the respondents disagreed/strongly disagreed with this 

statement, while 25% of the respondents neither agreed nor disagreed with this statement.  For 

this last group of employees, who neither agreed nor disagreed with this statement, it might again, 

as was the case earlier, be an indication that this group of employees either have very little contact 

or no interaction with their managers/supervisors at all and as a result, thus do not normally 

discuss issues of this nature, or they do not want to indicate their experience in this regard.  

Regarding the 23.4% of the respondents who do not however see this role very clearly, this can 

again be attributed to the non-committal nature of their managers/supervisors.  They just do not 

see any need to discuss this aspect with this group.  It is essential that employees understand their 

strengths and weaknesses and how they can build on their weaknesses to improve their 

performance.  Normally after the performance appraisal, a performance improvement plan is drawn 

up to assist the employees in this regard.  From the findings, it would appear that the majority of 

the respondents are clear on how they can improve their performance.  However, this is not the 

case with a reasonable large group of employees and the Department needs to investigate this 

further as it can impact on the productivity of the workforce.As Mathis and Jackson (2011:332) 

state: 

 

“By identifying employee strengths, weaknesses, potential and training needs through 

performance appraisal feedback, supervisors can inform employees about their 

progress, discuss areas in which additional training may be beneficial and outline future 

developmental plans.” 

 

Thus, setting plans in place on how employees can improve their weaknesses is beneficial, not 

only to the employee but the company/department as well.     
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RESULT22: Employees in the Department are held fully accountable for the end results 

they produce or fail to produce (Question B 22). 
 
The results indicate that 52.9% of the respondents agreed/strongly agreed that the employees in 

the Department are held fully accountable for the end results they produce or fail to produce. This 

finding is not surprising when taking into account the findings in question B 12, where 50.8% of the 

respondents indicated that poor performance is not tolerated, and question B 11, where 52,5% of 

the respondents indicated that performance matters. In this question however, 23.1% of the 

respondents disagreed/strongly disagreed with this statement.  This can be the result of the      

non-committal approach followed by their managers/supervisors, where they are not really worried 

about the performance of this group.  This is of great concern and needs to be addressed by the 

Department as the performance of this group is large enough to make a negative impact on the 

organisation.  As far as the 24% of the respondents who neither agreed nor disagreed with this 

statement are concerned, this might again be attributed to the fact that this group either have very 

little interaction or no contact at all with their managers/supervisors and thus do not normally 

discuss their performance whether good or bad, or they just do not want to discuss their 

experience in this regard.  This finding is not surprising when compared to the findings in question 

B 8, where 20.9% of the respondents neither agreed nor disagreed regarding the monitoring of 

performance, or question B 10 where 20.6% of the respondents neither agreed/nor disagreed 

regarding the feedback they received on their performance.  This is also of great concern and 

needs to be pursued further by the Department as it can impact negatively on service delivery.As 

Marr (2009:212) states: 

 

“The organisational culture influences the way things get done in the organisation and 

therefore also governs the way people react to performance indicators and use 

performance information.  Research has shown that creating a culture in which 

performance is recognised as a priority can have a significant and tangible impact on 

success.” 

 

Thus, from the findings it would appear that in the case of the 52.9% of the respondents, a culture 

of accountability exists within the Department, which is a sound foundation for a good performance 

management system.  As a relative large percentage of employees do not see this, this aspect 

needs to be investigated further by the Department as it can have a negative impact on the service 

delivery of the Department. 

  



 

 

108 

RESULT 23: Employees in the Department have a clear idea of what is expected of them in 

their roles(Question B 23). 
 
The results indicate that 64.3% of the respondents agreed/strongly agreed that the employees in 

the Department have a clear idea of what is expected of them in their roles. This finding is not 

surprising when taking into account the findings in question B 2, where 50.8% of the respondents 

indicated that the needs and priorities of the Department are well communicated to them, question 

B 11, where 52.5% of the respondents had no doubt that performance matters, question B 12, 

where 50.8% of the respondents understood that poor performance is not tolerated, B 20, where 

53.4% of the respondents had a clear idea as to how their role links to the Department’s plan, and 

question B 22, where 52.9% of the respondents understood that they will be held accountable for 

their performance.  In this question however, 18.3% of the respondents disagreed/strongly 

disagreed with the statement, while 17.4% of the respondents neither agreed nor disagreed with 

this statement.  For this last group of employees who neither agreed nor disagreed it might again 

be an indication that this group of employees either have very little contact or no interaction with 

their managers/supervisors at all, and thus do not normally discuss issues of this nature, or they do 

not want to indicate their experience in this regard.  Regarding the 18.3% of the respondents who 

disagreed/strongly disagreed with this statement, this can again be attributed to thenon-committal 

nature of their managers/supervisors.  They just do not see any need to discuss this aspect with 

this group.  These last two findings are worrying as the percentage islarge enough to have a 

negative impact on the Department in the long run.  Perhaps the different sub-divisions within the 

Department can run a number of short workshops where the managers/supervisors can be taught 

on how to communicate important information such as what is expected of the individual 

employees in the Department.As Gilmore and Williams (2013:232) state: 

 

“Key to performance planning is setting relevant objectives for employees.  Effective 

objectives are a good starting point in supporting employees in their efforts to achieve 

acceptable levels of performance and to facilitate efficiency in the performance 

management process.” 

 

Thus, clear goals need to be set for individuals within the Department which would guide them on 

how to perform their jobs. 

 

RESULT24: Employees in the Department have a good understanding of how the appraisal 

review links to rewards (Question B 24). 
 
The results indicate that 40.4% of the respondents agreed/strongly agreed that the employees in 

the Department had a good understanding of how the appraisal review links to rewards. This is a 
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very low percentage and is worrying and requires the Department to address this aspect as soon 

as possible.  This view however is not shared by 32.8% of the respondents, who 

disagreed/strongly disagreed with this statement, and 26.8% of the respondents who neither 

agreed nor disagreed with the statement.  For this last group of employees who neither agreed nor 

disagreed with this statement, it might again be an indication that this group of employees have 

very little contact or no interaction with their managers/supervisors at all and thus do not have the 

necessary time to discuss issues of this nature with them.  Regarding the 32.8% of the 

respondents who disagreed/strongly disagreed with this view, this can perhaps again be attributed 

to the non-committal nature of their managers/supervisors.  They for example just do not see any 

need to discuss issues like this with their staff.  It is thus clear that this aspect needs to be 

addressed by the Department as a priority.  A number of provisos however exist regarding the link 

between performance and rewards, as Mathis and Jackson (2011:330) state: 

 

“The use of appraisals to determine pay is common.  However, many people argue that 

performance appraisals and pay discussions should be done separately.  Two major 

realities support this view.  One is that employees often focus more on the pay 

received, than on the developmental appraisal feedback.  The other is that managers 

sometimes manipulate ratings to justify the pay they wish to give individuals …….  As a 

result, many employees view the appraisal process as a ‘game’ because compensation 

increases have been predetermined before the appraisal.” 

 

From the above it is thus clear that linking the performance appraisal to rewards is important, 

however the approach followed in this regard needs to be above suspicion for it to be acceptable to 

all. 

 

RESULT 25: Employees in the Department know how their performance is measured 

(Question B 25). 
 
The results indicate that 57% of the respondents agreed/strongly agreed that the employees in the 

Department know how their performance is measured. This finding is not surprising when taking 

into account the findings in question B 8, where 50.6% of the respondents agreed that their 

standards of performance is monitored on a regular basis, question B 1, where 52.5% of the 

respondents indicated that they were in no doubt that performance matters, question B 21, where 

51.5% of the respondents indicated that they were clear on how they could improve their 

performance, question B 22, where 52.9% of the respondents indicated that they are held fully 

accountable for their performance, and question B 23, where 64.3% of the respondents indicated 

that they had a clear idea of what was expected of them in their roles.  In this question however, 
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23.9% of the respondents disagreed/strongly disagreed with the statement, while 19.1% of the 

respondents neither agreed nor disagreed with this statement.  For the last group of employees 

who neither agreed nor disagreed with this statement, it might again be an indication that this 

group of employees either have very little contact or no interaction with their managers/supervisors 

at all and thus do not normally, because of time problems, discuss issues of this nature, or they do 

not want to indicate their experience in this regard.  Regarding the 23.9% of the respondents who 

disagreed/strongly disagreed with this statement, this can again be attributed to the non-committal 

nature of their managers/supervisors.  They just do not see any need to discuss issues of this 

nature with their staff.  It would appear that these last two groups experience problems in this area 

and it would be wise for the Department to investigate this matter further.  Marchington and 

Wilkinson (2012:232) state as follows in this regard: 

 

“The way in which the appraisal is introduced is important to shape attitudes towards it.  

There should be wide-ranging consultation, senior managers should be committed to 

the idea and ensure that time, training and resources are available, the scheme should 

be as simple as possible, timetables should be agreed for implementation, adequate 

training provided, a check should be made that appraisals are carried out, and the 

system should be modified and monitored accordingly.” 

 

Thus, proper communication between all the stakeholders in theappraisal process is necessary for 

the proper functioning of the system. 

 

RESULT26: Employees in the Department receive constructive feedback on their 

performance(Question B 26). 
 
The results indicated that only 35.2% of the respondents agreed/strongly agreed that the 

employees received constructive feedback on their performance. This finding is somewhat 

surprising, especially when one looks at the findings for question B 1, where 54.8% of the 

respondents indicated that as a result of their last review discussion they felt motivated to improve 

their performance.  The finding here indicates that the Department needs to further investigate this 

discrepancy.  A further finding here indicates that 35.5% of the respondents disagreed/strongly 

disagreed with this statement, while 29.3% of the respondents neither agreed nor disagreed with 

this statement.  For this last group of employees, who neither agreed nor disagreed with this 

statement, it might again be an indication that this group of employees either have very little 

contact or no interaction with their managers/supervisors at all and thus do not normally discuss 

their feedback properly, or they do not want to indicate their experience in this regard. Regarding 

the 35.5% of the respondents who disagreed/strongly disagreed with this statement, this can again 
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be attributed to the non-committal nature of their managers/supervisors who just do not see any 

need to provide their employees with constructive feedback.  The total percentage of these last two 

groups of employees is fairly large, and the fact that they do not receive constructive feedback is 

worrying and can impact on their productivity within the Department. Thus further investigation by 

the Department is necessary.  Regarding the performance review process, Anthony et al 

(2010:311) state as follows: 

 

“The employee needs to understand areas where improvement is needed and how to 

strengthen job performance such as additional training.” 

 

Thus, the performance review is a very important part of the performance appraisal process as it 

guides the individual employee into the future ─consequently it should be given in a very 

constructive manner. 

 

RESULT27: The Department focuses on achieving measurable targets(Question B 27). 

The results indicate that 56.1% of the respondents agreed/strongly agreed that the Department 

focuses on achieving measurable targets. This finding is not surprising when taking into account 

the findings in question B 8, where 50.6% of the respondents indicated that management regularly 

monitors the standards of performance, question B 11, where 52.5% of the respondents indicated 

that they are in no doubt that it is performance that matters, and question B 25, where 57% of the 

respondents indicated that they know how their performance is measured in the Department.  

However, in this question 20% of the respondents disagreed/strongly disagreed with this 

statement, while 23.9% of the respondents neither agreed nor disagreed with the statement.  For 

this last group of employees, who neither agreed nor disagreed with this statement, it might again 

be an indication that this group of employees either have very little contact or no interaction, with 

their managers/supervisors at all and as such, are not aware of the Department’s intention 

regarding the performance appraisal process.  As far as the 20% of the respondents are 

concerned who disagreed/strongly disagreed with this statement, this can again be attributed to the 

non-committal nature of their managers/supervisors not informing them of the Department’s 

intention in this regard.  The percentage of these last two groups is quite large and can have a 

negative impact on the perception of other staff members.  In view of this, the Department should 

on a regular basis communicate to the staff the focus it has regarding the achievement of 

measurable targets.  As Mathis and Jackson (2011:329) state: 

 

“Performance that is measured can be managed.” 
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Thus, the only way the performance appraisal system can have any value, is if the Department 

focuses on achieving measurable targets. 

 

RESULT 28: This Department focuses on raising personal capability(Question B 28). 

The results indicate that 35.3% of the respondents agreed/strongly agreed that the Department 

focuses on raising personal capability. This is a very low percentage and worrying. The 

Department needs to investigate this aspect further.  This finding however is not surprising when 

taking into account the findings in question B 6, where only 42.8% of the respondents indicated 

that the managers/supervisors in the Department motivate their staff to develop and achieve their 

goals, question B 7, where only 42.2% of the respondents indicated that the managers/supervisors 

tell their employees that they are doing a good job, question B 9, where only 41.6% of the 

respondents indicated that their managers/supervisors coach them to improve their performance.  

Thus, there appears to be a low commitment from the managers/supervisors towards their 

employees.  A further finding here indicates that 29.7% of the respondents disagreed/strongly 

disagreed with this statement, while 35% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact, or no 

interaction with their managers/supervisors at all, and as such, they do not on a regular and proper 

basis discuss this aspect between themselves.  Regarding the 29.7% of the respondents who 

disagreed/strongly disagreed with this statement, this can again be attributed to the non-committal 

nature of their managers/supervisors.  They just do not see any need to discuss issues of this 

nature with their staff.  Thus, overall this result has been very poor and requires immediate 

attention by the Department.  As Weitzel (2009:XVI) states: 

 

“To maintain high performance in organisations, the leader has to shift the focus from 

the present to an urgent path of action to achieve a higher desired future ………. 

organisation action is consistent with the following characteristics of high-performing 

organisations …………. maintaining core competencies within the organisation’s 

membership to achieve successful performance.” 

 

Raising personal capability is thus vital for any organisation/department if it is to meet the future 

challenges successfully. 
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RESULT 29: The Department has a development programme to improve skills 

(Question B 29). 

The results indicate that 49% of the respondents agreed/strongly agreed that the Department has 

a development programme in place to improve skills.This is a very low percentage and worrying.  

The Department needs to investigate this aspect further.  This finding however is not surprising 

especially when taking into account the findings in question B 3, where 34.5% of the respondents 

indicated that they regularly have discussions with their managers/supervisors about their personal 

development, question B 5, where 45.4% of the respondents indicated that their 

managers/supervisors have a good understanding of their jobs, question B 9, where 41.6% of the 

respondents indicated that their managers/supervisors coach them to improve their performance, 

question B 10, where 44.7% of the respondents indicated that employees receive feedback on how 

they are performing against targets, and question B 13, where 29.5% of the respondents indicated 

that the performance management system focuses on career development.  Thus, as was the case 

in the previous question (questionB28) there appears to be a low commitment on the part of the 

managers/supervisors as far as their employees’ personal development is concerned.  Also in this 

question, 21.6% of the respondents disagreed/strongly disagreed with this statement, while 29.4% 

of the respondents neither agreed nor disagreed with this statement.  For this last group of 

employees who neither agreed nor disagreed, it might again be an indication that this group of 

employees either have very little contact or no interaction at all with their managers/supervisors, 

and as such, they do not discuss issues of this nature, and they thus cannot comment properly on 

this aspect.Regarding the 21.6% of the respondents who disagreed/strongly disagreed with this 

statement, this can again be attributed to the non-committal nature of their managers/supervisors.  

They just do not see any need to discuss issues of this nature with their staff.  Thus, overall this 

result is unacceptable, and needs the attention of the Department.  As Gold,Holden, Stewart, Iles 

and Beardwell (2013:314) state: 

 

“Talent development is a crucial component of any talent management strategy, which 

itself is linked to an organisation’s strategy.” 

 

It is essential that the Department thus puts a development plan in place to improve the 

employees’ skills.  The aspect of talent management can therefore be highlighted here. 

 

RESULT 30: The Department insists on high quality work from its employees 

 (Question B 30). 

The results indicate that 66.2% of the respondents agreed/strongly agreed that the Department 

insists on highquality work from its employees.This finding is not surprising especially when taking 
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into account the findings in question B 8, where 50.6% of the respondents indicated that the 

standards of performance are monitored regularly, question B 11, where 52.5% of the respondents 

indicated that there was no doubt that performance mattered in the Department, question B 12, 

where 50.8% of the respondents indicated that poor performance is not tolerated in the 

Department, and question B27, where 56.1% of the respondents indicated that the Department 

focuses on achieving measurable targets.  Producing high quality work in the Department thus 

appears to be important. However in this question 13.4% of the respondents disagreed/strongly 

disagreed with this statement, while 20.4% of the respondents neither agreed nor disagreed with 

this statement.  For this last group of employees, who neither agreed nor disagreed with this 

statement, it might again be an indication that this group of employees either have very little 

contact or no interaction with their managers/supervisors at all, and as such, they do not discuss 

issues of this nature, and consequently the respondents cannot comment on this issue.  Regarding 

the 13.4% of the respondents who disagreed/strongly disagreed with this statement, this can again 

be attributed to the non-committal nature of their managers/supervisors.  They just do not see any 

need to discuss issues of this nature with their staff.  This group of respondents that disagreed or 

are unsure about this statement is large enough to have an impact on the Department, and needs 

closer attention from the Department’s side.  Regarding the aspect of quality, Daft and Marac 

(2013:41) remark as follows: 

 

“The theme of quality is another concept that permeates current management thinking.  

Four significant elements of quality management are: 

- Employee involvement …. means that achieving better quality requires       

company-wide participation in quality control. 

- All employees are focussed on the customer. 

- Benchmarking …. a process whereby companies find out how others do something 

……… 

- Continuous improvement …. the implementation of small incremental improvements 

in all areas of the organisation on an on-going basis.” 

 

The aspect of quality is a multi-faceted issue which needs the constant attention of top 

management.  It is thus vital that the Department approaches this aspect holistically to realise 

individual quality performance which will ultimately result in an improvement in service delivery. 
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RESULT31: Managers/supervisors in the Department determine the work goals of 

employees (Question B 31). 
 
The results indicate that 53.1% of the respondents agreed/strongly agreed that 

managers/supervisors in the Department determine the workgoals of the employees. This finding is 

somewhat strange, when taking into account the findings in question B 19, where 47.5% of the 

respondents indicated that employees in the Department agree together with their managers/ 

supervisors on their performance targets.  However, the other findings in this question correlate 

with the findings herein this question, where 29.3% of the respondents did not agree that setting 

their performance targets are a joint effort, and 23.2% of the respondents, who neither agreed nor 

disagreed with this finding. In the present question however, 18.7% of the respondents 

disagreed/strongly disagreed that managers/supervisors determine the work goals of employees, 

while 28.2% of the respondents neither agreed nor disagreed with this statement.  For this last 

group of employees who neither agreed nor disagreed with this statement, it might again be an 

indication that this group of employees either have very little contact or no interaction with their 

managers/supervisors at all, and as such they do not discuss issues of this nature and 

consequently cannot really comment on this issue.  Regarding the 18.7% of the respondents who 

disagreed/strongly disagreed with this statement, this can again be attributed to the non-committal 

nature of their managers/supervisors.  They just do not see any need to discuss issues ofthis 

nature with their staff and thus they are not informed about this aspect.  For the performance 

management systems to work effectively, it is vital that both the employer and the employee sit 

together and jointly determine the work goals of the employee.  If it is only a top-down approach, 

the employees will not see their work goals as their own, which will result in less motivation and 

passion.  The ultimate goal would therefore be for all employees to sit down jointly with their 

managers/supervisors and determine their work goals.  It would be in the Department’s interest if 

some kind of process could be implemented in this regard, for example, a specific month in the 

year, when all the employees within the Department could get together and work out their goals for 

the specific year.  These joint goals would subsequently be incorporated into the performance 

agreement of the employee.  Anthony et al (2010:311) remark as follows: 

 

“Job performance objectives should be discussed to establish a plan of action.  The 

employee as well as the supervisor should have input into this process.” 

 

Joint decision-making regarding work goals in an organisation is thus essential if employees are to 

embrace these as their own resulting in higher productivity and better service delivery. 
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RESULT 32: Performance appraisals do not involve the Department’s goals 

(Question B 32). 

The results indicate that 24.5% of the respondents agreed/strongly agreed that performance 

appraisals do not involve the Department’s goals. On the other hand however, 32.6% of the 

respondents disagreed/strongly disagreed with this view.  This finding is not surprising when 

looking at the results for question B 2, where 50.2% of the respondents agreed/strongly agreed 

that the Department’s needs and priorities are well communicated through the performance 

management process, question B 15 where 51.5% of the respondents agreed/strongly agreed that 

the measures used to monitor performance in the Department are clearly linked to the 

Department’s objectives, and question B 20, where 53.4% of the respondents agreed/strongly 

agreed that the employees are clear as to how their role links to the Department’s plans.  An 

interesting finding here is the 42.9% of the respondents who neither agreed nor disagreed with this 

statement.  For this last group of employees who neither agreed nor disagreed with this statement 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result, cannot truthfully answer this 

question.  For the 24.5% of the respondents who agreed/strongly agreed with this statement it 

reflects the lack of discussion that is taking place between the employees and their 

managers/supervisors.  Had discussions taken place, and in view of the earlier findings mentioned 

here, there would have been no doubt that the performance appraisals would have been linked to 

the goals of the Department.  It is vital that the performance appraisals form an integral part of the 

Department’s goals.  Thus, all activities need to be goal-directed.  If this is not the case, service 

delivery will suffer.  The Department will be moving in one direction, and the employees in another!  

It is therefore clear that the Department needs to do much more in this regard, and if it is done 

properly, the employees will see the direct connection between the performance appraisals and the 

goals of the Department.  As Gilmore and Williams (2013:225) state: 

 

“…… requires the use of performance appraisals to link organisational objectives with 

employee goals and development ….. clear goals will enhance an individual’s ability to 

create precise intention and therefore enable them to accurately define (and act out) 

the behaviour required to achieve the desired goal.” 

 

Having clear organisational goals, linked to the performance appraisals, will thus help the 

employees to stay focussed and motivated. 
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RESULT33: Performance appraisals in the Department help some employees more than 

others (Question B 33). 
 
The results indicate that 56.9% of the respondents agreed/strongly agreed that the performance 

appraisals in the Department assist some employees more than others.  This finding is of great 

concern as these respondents don’t see the present system as fair.  This can give rise to 

demoralised employees which can impact on service delivery.  This finding is however not 

surprising when taking into account the findings in question B 14 where a relatively small group of 

employees (35.1%) indicated that the measures used to monitor performance were the most 

appropriate.  Thus, the Department needs to address this perception without delay as it involves 

the majority of the respondents.  Only 12.4% of the respondents disagreed/strongly disagreed with 

this view, while a further 30.7% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

this might again be attributed to the fact that this group have either very little contact, or no 

interaction with their managers/supervisors at all and as such they probably have not had any 

discussion in this regard and thus feel that they are not in a position to comment on this issue.  

Colquitt et al (2013:208) state the following in this regard: 

 

“Distributive justice reflects the perceived fairness of decision-making outcomes.  

Employees gauge distributive justice by asking whether decision-outcomes such as 

pay, rewards, evaluations, promotions and work-assignments, are allocated using 

proper norms.” 

 

It is therefore important for the Department to try to communicate via the intranet how the system 

works and to allow for questions to be sent to a central office should the employees have concerns 

in this regard. 

 

RESULT 34: Employees in the Department are rated by more than one person 

(Question B 34). 

The results indicate that 53.1% of the respondents agreed/strongly agreed that employees in the 

Department are rated by more than one person.  This finding is not surprising, especially when 

taking into account the findings in question B 25 where 57% of the respondents indicated that 

employees in the Department know how their performance is measured.  However, 21% of the 

respondents disagreed/strongly disagreed with this statement, while 25.9% of the respondents 

neither agreed nor disagreed with this view.  For this last group of employees, who neither agreed 

nor disagreed, it might again be an indication that this group of employees either have very little 
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contact, or no interaction at all with their managers/supervisors with the result that these matters 

are never discussed with them, thus they are not in a position to be able to answer this question.  

Regarding the 21% of the respondents who disagreed/strongly disagreed with this statement, this 

can again be attributed to the non-committal nature of their managers/supervisors.  They just do 

not see any need to discuss issues of this nature with their staff, thus leaving them basically in the 

dark.  At present the following process is being followed in the Department regarding this aspect. 

The performance evaluation is conducted by the immediate supervisor.  The supervisor and the 

employee agree/disagree with the performance score obtained by the subordinate, and a final 

recommendation is made.  The results are then sent back to the incumbent to change.  Should 

there be a disagreement regarding the final score, the employee does have recourse to an appeals 

committee, which will investigate the case and make a final recommendation.  From the foregoing, 

it is clear that the process can be viewed as very fair.  Regarding the aspect of rating, Quick and 

Nelson (2011:188) remark as follows: 

 

“Many organisations use 360-degree feedback as a tactic to improve the accuracy of 

performance appraisals because it is based on multiple sources of information.  When 

self-evaluations are included in this process, there is evidence that the evaluation 

interviews can be more satisfying, more constructive and less defensive.” 

 

It would be advisable for the Department to provide, perhaps on the intranet, some schematic 

diagram of the performance appraisal process in order to eliminate any uncertainty in this area 

regarding the process. 

 

RESULT 35: Job descriptions in the Department state the outcomes expected 

(Question B 35). 

The results indicate that 64.2% of the respondents agreed/strongly agreed that the job descriptions 

in the Department state the outcomes expected.  This finding is not surprising especially when 

taking into account the findings in question B 23, where 64.3% of the respondents indicated that 

employees in the Department had a clear idea of what was expected of them in their roles.  

However, 10.8% of the respondents disagreed/strongly disagreed with this statement, while 25% of 

the respondents neither agreed nor disagreed with the statement.  For this last group of 

employees, who neither agreed nor disagreed with this statement, it might again be an indication 

that this group of employees either have very little contact or no interaction at all with their 

managers/supervisors.  This situation can result in them not discussing issues of this nature and 

consequently they cannot comment on this aspect.  Regarding the 10.8% of the respondents who 

disagreed/strongly disagreed with this statement, this can again be attributed to the non-committal 

nature of their managers/supervisors.  They just do not see any need to discuss issues of this 
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nature with their staff thus keeping them ill-informed.  Traditionally, job descriptions contain 

information such as job titles, summaries of main functions, and more detailed lists of activities 

within each job.  Modern organisations also have flexible job descriptions which contain more fluid 

lists of job duties as opposed to the older, more rigid, lists of tasks.  The results therefore indicate 

that the Department does use/have job descriptions.  This is very important as it eliminates any 

confusion which may exist regarding the duties an employee needs to perform.  Normally 

employees sign their job descriptions, thereby acknowledging their responsibilities.Lussier 

(2012:242) states in this regard: 

 

“The job description identifies the tasks and responsibilities of a position.  The trend is 

to describe jobs more broadly in order to design enriched jobs.” 

 

Perhaps in view of the findings above, the Department can implement a formal process whereby all 

job descriptions are discussed with employees during an identified week every year. 

 

RESULT 36: The performance appraisals in the Department focus on numbers, not on 

growth (Question B 36). 
 
The results indicate that 56.3% of the respondents agreed/strongly agreed that the performance 

appraisals in the Department, focuses on numbers not on growth.  This finding is not surprising 

especially when taking into account the findings in question B 6, where only 42.8% of the 

respondents indicated that managers/supervisors motivated their staff to develop and achieve their 

goals, question B 7, where 42.2% of the respondents indicated that managers/supervisors tell their 

employees when they are doing a good job, question B 9, where 41.6% of the respondents 

indicated that their managers/supervisors coach them to improve their performance, and question 

B 10, where 44.7% of the respondents indicated that employees in the Department receive 

feedback on how they are performing against targets.  This finding is of great concern, as the focus 

of performance appraisal is normally developmental in nature.  On the other hand, 11% of the 

respondents disagreed/strongly disagreed with this statement, while 32.7% of the respondents 

neither agreed nor disagreed with this statement.  For this last group of employees, who neither 

agreed nor disagreed with this statement, it might again be an indication that this group of 

employees either have very little contact, or no interaction with their managers/supervisors at all.  

The result of this is that these employees are basically kept in the dark regarding many aspects of 

their work environment.  As a result of this, they are not in a position to comment on this statement.  

Regarding the 11% of the respondents who disagreed/strongly disagreed with this statement, this 

can again be attributed to the non-committal nature of their managers/supervisors.  They just do 

not see any need to discuss issues of this nature with them.  The result is that the employees are 

ill-informed of what is really going on.  Due to the negative finding here, it would appear that the 
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Department needs to instil some type of programme to bring the importance of the appraisal 

process, especially the developmental aspect, to the attention of all the employees.  This will 

eliminate the perception that employees are not valued by the Department.  As Anthony et al 

(2010:298) state: 

 

“Performance appraisals are useful tools not only for evaluating the work of employees, 

but also for developing and motivating employees.” 

 

The importance of performance appraisals from an individual developmental point of view, thus 

cannot be underestimated. 

 

RESULT37: In this Department, pay and performance are closely related (Question B 37). 

The results indicate that 40% of the respondents agreed/strongly agreed that in the Department, 

pay and performance are closely related. This finding is not surprising, especially when taking into 

account the findings in question B 24, where 40.4% of the respondents indicated that the 

employees in the Department have a good understanding of how the appraisal review links to 

rewards.  The low percentage is of great concern as the performance management system needs 

to link all its components together if it is to achieve success.  This includes training and 

development, pay, promotions, transfers, assignments, reductions in workforce and other 

administrative HR actions.  Thus, the Department will have to focus on this aspect as soon as 

possible.  However, 30.3% of the respondents disagreed/strongly disagreed with this statement, 

while 29.7% of the respondents neither agreed nor disagreed with this statement.  For this last 

group of employees who neither agreed nor disagreed with this statement, it might again be an 

indication that this group of employees either have very little contact or no interaction with their 

managers/supervisors at all, and as such they do not discuss issues of this nature, and 

consequently the respondents cannot comment on this aspect.  Regarding the 30.3% of the 

respondents who disagreed/strongly disagreed with this statement, this can again beattributed to 

the non-committal nature of their managers/supervisors.  They just do not see any need to discuss 

issues of this nature with their staff thus keeping them ill-informed.  As Marr (2009:222-223) states: 

 

“Many experts advocate linking performance indicators to the pay of employees ….. 

studies show that if a person received a reward immediately after they have done 

something well, then the effect is greater.” 

 

The Department needs to again bring to the attention of its employees the link which exists 

between pay and performance as it has a major impact on the motivation of employees. 
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RESULT 38: Performance appraisals in the Department focus on achieving the 

Department’s goals (Question B 38). 
 
The results indicate that 52.8% of the respondents agreed/strongly agreed that the performance 

appraisals in the Department focus on achieving the Department’s goals.  This finding is not 

surprising, especially when taking into account the findings in question B 2, where 50.8% of the 

respondents indicated that the department’s needs and priorities are well-communicated through 

the performance management process, and question B 15, where 51.5% of the respondents 

indicated that the measures used to monitor performance are clearly linked to the Department’s 

objectives.  It is important that the performance appraisals focus on achieving the Department’s 

goals.  However, 14.6% of the respondents disagreed/strongly disagreed with this statement, while 

32.6% neither agreed nor disagreed with this statement.  For this last group of employees, who 

neither agreed nor disagreed with this statement, it might again be an indication that this group of 

employees either have very little contact or no interaction with their managers/supervisors at all, 

and as such, they do not discuss issues of this nature, and consequently the respondents cannot 

comment on the issue.  Regarding the 14.6% of the respondents who disagreed/strongly disagreed 

with this statement, this can again be attributed to the non-committal nature of their 

managers/supervisors.  They just do not see any need to discuss issues of this nature with their 

staff and as a result keep them in the dark.  As Marchington and Wilkinson (2012:225) state: 

 

“Performance management is a continuous process that links together performance, 

motivation, individual goals, departmental purpose and organisational objectives.” 

 

Making the employees aware of the link between their performance appraisals and the goals of the 

Department is thus important as it would keep them focused. 

 

RESULT 39: Employees in the Department are matched to jobs that use their skills 

(Question B 39). 

The results indicate that 32.2% of the respondents agreed/strongly agreed that the employees in 

the Department are matched to jobs that use their skills. This low percentage is not surprising, 

especially when taking into account the findings in question B 3, where only 34.5% of the 

respondents indicated that they have regular discussions with their managers/supervisors about 

their personal development, question B 5, where only 45.4%of the respondents indicated that their 

managers/supervisors have a good understanding of the employees’ jobs, question B 6, where 

only 42.8% of the respondents indicated that the managers/supervisors motivate their staff to 

develop and achieve their goals, question B 13, where only 29.5% of the respondents indicated 

that the performance management system focuses on career development, question B 14, where 
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only 35.1% of the respondents indicated that the measures used to monitor performance are the 

most appropriate for their jobs, question B 16 where only 35.1% of the respondents indicated that 

sufficient time and resources are provided for the performance management process, question     

B 28, where 35.2% of the respondents indicated that they receive constructive feedback on their 

performance, question B 28, where only 35.3% of the respondents indicated that the Department 

focuses on raising personal capability, question B 29, where 49% of the respondents indicated that 

the Department had a development programme to improve skills.  Thus, from the foregoing 

findings it is clear that a very small group of respondents are receiving sufficient attention from their 

managers/supervisors regarding their career development and consequently the matching of their 

skills to the jobs which they occupy.  There is no doubt that the skills employees possess must 

match the jobs they occupy.  If this is not the case, the employees will struggle to function 

effectively in their jobs thereby impacting on service delivery.  As Gold et al (2013:421) state: 

 

“Young people want to work to match their skills and provide opportunities for 

advancement.” 

 

For the Department to grow properly, and to be ready to face the challenges of the future, they 

thus need to seriously look at the issues highlighted here.  A further finding here indicatesthat 

37.9% of the respondents disagreed/strongly disagreed with this statement, while 29.9% of the 

respondents neither agreed nor disagreed with this statement.  For this last group of employees 

who neither agreed nor disagreed with this statement, it might again be an indication that this 

group of employees either have very little contact or no interaction at all with their 

managers/supervisors at all and consequently these issues are not discussed with them, leaving 

them basically unhappy or in the dark, or they do not want to discuss their experience in this 

regard.  Regarding the 37.9% of the respondents who disagreed/strongly disagreed with this 

statement, this can again be attributed to the non-committal nature on the part of their 

managers/supervisors.  They just do not see the need to discuss issues of this nature with their 

staff and as a result do not resolve issues in this area. 

 

Achieving a fit between the skills employees have and their jobs, are thus vital for the motivation of 

employees and for organisational success. 

 

RESULT40: Managers/supervisors and employees trust the performance appraisal 

process (Question B 40). 
 
The results indicate that 29.2% of the respondents agreed/strongly agreed that the 

managers/supervisors and employees trust the performance appraisal process.This low 

percentage is not surprising especially when taking into account the findings in question B 14, 
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where only 35.1% of the respondents indicated that the measures used to monitor performance 

are the most appropriate for the role, question B 16, where only 35.1% of the respondents 

indicated that the Department provides sufficient time and resources for the performance 

management process, question B 18, where 41.9% of the respondents indicated that the 

performance management system is linked to producing suitable long-term performance, and 

question B 26, where only 35.2% of the respondents indicated that employees in the Department 

receive constructive feedback on their performance.  Thus, from the foregoing findings, it is clear 

that a very small group of employees trust the performance appraisal process in the Department.  

This is a matter of great concern and needs the immediate attention of the Department.  For the 

performance appraisal process to work effectively, it is absolutely essential that there is trust in the 

system.  If this is not forthcoming the system will have no value at all.  As Hodgetts and Hegar 

(2008:387) state: 

 

“If the performance appraisal process is carried out properly, and the employees 

realise that management intends to be equitable in its reward system, employee 

morale will be high and teamwork can be both developed and nurtured by the 

enterprise.” 

 

Further findings indicate that 40.3% of the respondents disagreed/strongly disagreed with this 

statement, while 30.5% of the respondents neither agreed nor disagreed with this statement.  For 

this last group of employees who neither agreed nor disagreed with this statement, it might again 

be an indication that this group of employees either have very little contact or no interaction with 

their managers/supervisors at all and consequently these issues are not discussed with them and 

as a result they have no clear opinion on this matter, or they do not want to discuss their 

experience in this regard.  Regarding the 40.3% of the respondents who disagreed/strongly 

disagreed with this statement this can again be attributed to the non-committal nature on the part 

of their managers/supervisors.  They just do not see the need to discuss issues of this nature with 

their staff and as a result, do not resolve issues of this nature.  It would thus appear that overall the 

largest percentage of the respondents, are not happy with the performance appraisal system, and 

as mentioned earlier, this aspect needs to be addressed immediately. 

 

A performance appraisal system that is seen as fair and in which employees can trust, will thus 

have major advantages for the employees, as well as the organisation. 
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RESULT 41: Managers/supervisors talk about performance once a year (Question B 41). 

The results indicate that 34.2% of the respondents agreed/strongly agreed that 

managers/supervisors talk about performance once a year. This finding is not surprising, especially 

when taking into account the findings in question B 3, where 44.2% of the respondents indicated 

that regular discussions with their managers/supervisors regarding their personal development are 

not held, and 21.3% of the respondents who neither agreed nor disagreed with this statement, and 

question B 16, where 38.4% of the respondents disagreed/strongly disagreed that the Department 

provides sufficient time and resources for the performance management process, and 26.5% of the 

respondents who neither agreed nor disagreed with this statement.  Thus, it would appear that a 

small percentage of respondents are of the opinion that managers/supervisors talk about their 

performance once a year.  For the performance appraisals to have any real value, it is essential 

that the manager/supervisor and the subordinate engage on a regular basis with each other ─ 

definitely more than once a year.  The preferred method would be at least once every three 

months.As Mathis and Jackson (2011:329) remark: 

 

“…. Some of the top reasons for ineffective performance evaluations were: unclear 

performance criteria/bad rating instrument (78%), poor working relationship with your boss 

(72%), lack of on-going performance feedback (67%), and a superior that lacks information 

on actual performance (63%).” 

 

It would thus appear that the Department needs to put some formal process in place to encourage 

the managers/supervisors to engage with their subordinates on a more regular basis regarding 

their performance.  This will be to the advantage of not only the employer, but also to the individual 

and the community at large.  Furthermore, other findings here indicate that 43.3% of the 

respondents disagreed/strongly disagreed with this statement, while 22.5% of the respondents 

neither agreed nor disagreed with this statement.  For this last group of employees who neither 

agreed nor disagreed with this statement, it might again be an indication that this group of 

employees either have very little contact or no interaction with their managers/supervisors at all 

and consequently these issues are not discussed with them, leaving them basically in the dark, or 

they do not want to discuss their experience in this regard.  Regarding the 43.3% of the 

respondents who disagreed/strongly disagreed with this statement, this can again be attributed to 

the non-committal nature on the part of their managers/supervisors.  They just do not see the need 

to discuss issues of this nature with their staff and as a result do not resolve issues of this nature. 
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There is no doubt that regular contact between the manager/supervisor and the employee 

regarding the individual’s performance is essential if the organisation and the employee is to 

function effectively/efficiently. 

 

RESULT42: Career planning is seen as separate from performance appraisals in the 

Department (Question B 42). 
 
The results indicate that 51.7% of the respondents, agreed/strongly agreed that career planning 

can be seen as separate from performance appraisals. This finding is not surprising, especially 

when taking into account the findings in question B 13, where only 29.5% of the respondents 

indicated that the performance management system in the Department focuses on career 

development.  It would thus appear that only a small percentage of the respondents see career 

planning as part of performance appraisal.  Career planning cannot be seen as a separate issue, 

as the results from the performance appraisal process impact directly on where and when the 

employee will move within the organisational hierarchy.As Mathis and Jackson (2011:294) state: 

 

“A good career planning programme includes elements of talent management, 

performance appraisal, development activities, opportunities for transfer and 

promotion, and planning for succession.” 

 

The Department needs to hold workshops to educate their staff on the value of career planning 

and how it links with the total performance management process.  Other findings here indicate that 

18.6% of the respondents disagreed/strongly disagreed with this statement, while 29.7% of the 

respondents neither agreed nor disagreed with this statement.  For this last group of employees 

who neither agreed nor disagreed with this statement, it might again be an indication that this 

group of employees either have very little contact or no interaction at all with their 

managers/supervisors, and consequently these issues are not discussed with them, leaving them 

basically in the dark, and as a result they are not in a position to discuss their views in this regard.  

Regarding the 18.6% of the respondents who disagreed/strongly disagreed with this statement, 

this can again be attributed to the non-committal nature on the part of their managers/supervisors.  

They just do not see the need to discuss issues of this nature with their staff and as a result do not 

resolve issues of this nature. 

 

There is no doubt regarding the importance of integrating career planning with the performance 

appraisal process.  The one cannot be successful without the other. 
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RESULT43: The performance appraisals show employees how they can improve 

(Question B 43). 

The results indicate that 42.3% of the respondents agreed/strongly agreed that the performance 

appraisals in the Department show employees how they can improve. This finding is not surprising, 

especially when taking into account the findings in question B 21, where 51.5% of the respondents 

indicated that the employees in the Department are clear as to how they can improve their 

performance, and question B 27, where 56.1% of the respondents indicated that the Department 

focuses on achieving measurable targets.  It is thus very important that employees are clear on 

their strengths and weaknesses after the performance appraisal has been concluded.  This will 

enable them to make adjustments to their activities with a view to improve their performance.  

However, 30.6% of the respondents disagreed/strongly disagreed with this statement, while 27.1% 

of the respondents neither agreed nor disagreed with this statement.  For this last group of 

employees, who neither agreed nor disagreed with this statement, it might again be an indication 

that this group of employees either have very little contact or no interaction with their 

managers/supervisors at all and as such, they do not discuss the results of their appraisal as is 

done under normal circumstances and consequently, the respondents cannot comment on this 

issue.  Regarding the 30.6% of the respondents who disagreed/strongly disagreed with this 

statement, this can again be attributed to the non-committal nature of their managers/supervisors. 

They just do not see any need to discuss issues of this nature with their staff, and as a result, they 

are not aware of the value of the performance appraisals in improving their present position.  As 

Gomez-Mejia et al (2014:2003) state: 

 

“Performance appraisal offers great potential for a variety of uses, ranging from 

operational to strategic purposes.  If done effectively, performance appraisal can be the 

key to developing employees and improving their performance.” 

 

Thus, the results of a performance appraisal can, for example, indicate that the employee has 

displayed the correct behaviour and obtained the output required by the organisation.  On the other 

hand, having not achieved these goals would indicate the shortcomings in behaviour and output, 

requiring interventions such as training, possible relocation, or even perhaps dismissal.  It would 

appear that a need exists within the Department to inform the employees more formally of the 

value of the performance appraisals.  This will not only be to the advantage of the employees, but 

also to the Department. 
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RESULT 44: Performance appraisals are seen by all as fair(Question B 44). 

The results indicate that 16.7% of the respondents agreed/strongly agreed that the performance 

appraisals in the Department are seen as fair by all. This very low percentage is not surprising, 

especially when taking into account the findings in question B 14, where only 35.1% of the 

respondents agreed/strongly agreed that the measures used to monitor performance are the most 

appropriate for the role, question B 26, where again only 35.2% of the respondents agreed/strongly 

agreed that employees in the Department receive constructive feedback on their performance, and 

question B 40, where only 29.2% of the respondents agreed/strongly agreed that managers/ 

supervisors, and employees trust the performance appraisal process.  Thus, it would appear that 

the majority of the respondents (83.3%) do not see the performance appraisals as fair within the 

Department.  This is very disturbing indeed as it can have a negative impact on the motivation of 

the employees, as well as their productivity.  As Mello (2011:428+441) states: 

 

“Performance management systems need not be formal in order to be effective.  The 

most important concern in designing a performance management system is its fit with 

the organisation’s strategic objectives, and the most important concern in providing 

performance related feedback is its fit with the organisation’s culture…. several other 

critical factors must be considered when developing an effective performance 

management system.  Firstly, the organisation needs to ensure the link between the 

performance management system and the training and development and 

compensation systems.  Training and development goals and objectives, must be 

reflected in performance feedback systems.  Subsequently, the criteria by which 

performance is evaluated must be incorporated into the compensation or reward 

system.  A final consideration is the degree of standardisation or flexibility of the 

performance management system.  Standardisation is important to prevent job bias or 

allegations of discriminatory treatment.  Flexibility in the system is important because 

jobs have different levels of responsibility and accountability and require different types 

of skills (technical, interpersonal or administrative).” 

 

The other findings in the question indicate that 58.5% of the respondents disagreed/strongly 

disagreed with this statement, while 24.8% of the respondents neither agreed nor disagreed with 

this statement.  For this last group of employees, who neither agreed nor disagreed with this 

statement, it might again be an indication that this group of employees either have very little 

contact or no interaction with their managers/supervisors at all, and as such, they do not discuss 

the results of their appraisals, and consequently, cannot comment on the process at all.  Regarding 

the 58.5% of the respondents who disagreed/strongly disagreed with this statement, this can again 
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be attributed to the non-committal nature of their managers/supervisors.  They just do not see any 

need to discuss issues of the performance appraisal process with their staff, and as a result, they 

are not in a position to comment objectively on the particular issues. 

 

There is no doubt that for any system to work, it must be seen by all to be fair.  If this is not the 

case, the system has no value.  From the findings discussed here, it is clear that immediate action 

needs to be taken by the Department if the goals of the performance appraisal system are to be 

realised. 

 

RESULT 45: The employees’ compensation is related to the results of the performance 

appraisals (Question B 45). 
 
The results indicate that 37.6% of the respondents agreed/strongly agreed that the employees’ 

compensation is related to the results of the performance appraisals. This low percentage is not 

surprising, especially when taking into account the findings in question B 24, where only 40.4% of 

the respondents agreed/strongly agreed that the employees in the Department have a good 

understanding of how the appraisal review links to rewards and question B 37, where also only 

40.0% of the respondents agreed/strongly agreed that in the Department, pay and performance 

are closely related.  It is thus clear that there appears to be serious issues surrounding the linking 

of pay and performance in the Department.  This finding is indeed strange, as a formal pay system 

connected to the performance appraisal exists within the Department as discussed in chapter 3 

(see table 3.8).  Here, depending on the rating achieved, a pay progression is awarded.  As Mondy 

and Mondy (2014:223) state: 

 

“To encourage good performance, a firm should design and implement a reliable 

performance appraisal system and then reward the most productive workers and teams 

accordingly.” 

 

The other findings in this question indicate that 31.4% of the respondents disagreed/strongly 

disagreed with this statement, while 31% of the respondents, neither agreed nor disagreed with 

this statement. 

 

For this last group of employees, who neither agreed nor disagreed with this statement it might 

again be an indication that this group of employees either have very little contact or no interaction 

with their managers/supervisors at all, and as such they do not discuss the link between pay and 

performance at all, and consequently the respondents cannot comment on this aspect.  Regarding 

the 31.4% of the respondents who disagreed/strongly disagreed with this statement, this can again 
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be attributed to the non-committal nature of their managers/supervisors.  They just do not see any 

need to discuss how the performance results are tied to the compensation structure.  As a result of 

this, the respondents are not aware of this link and consequently react negatively to the statement. 

 

In view of the above findings, it is clear that the department needs to again bring to the attention of 

the employees, the formal process which exist in this regard in the Department.  This can only 

create a better and more positive understanding amongst its employees leading to a happy 

workplace. 

 

RESULT 46: In the Department, managers/supervisors are reluctant to be frank with people 

(Question B 46). 
 
The results indicate that 45.4% of the respondents agreed/strongly agreed that in the Department, 

managers/supervisors are reluctant to be frank with people.This finding is not surprising, especially 

when taking into account the findings in question B 26, where only 35.2% of the respondents 

indicated that they receive constructive feedback on their performance and question B 41, where 

only 34.2% of the respondents indicated that managers/supervisors talk about performance once a 

year.  The performance feedback sessions are a vital component in the effective implementation of 

the performance management process.  This task is normally undertaken by the employees’ 

supervisor.  If managers/supervisors are reluctant to do this, the employee will not know to what 

extent he/she has been successful in achieving the targets set in the performance agreement 

signed at the beginning of the year.  This uncertainty will lead to insecurity on the side of the 

employee and would ultimately impact on the service delivery within the Department.  

Consequently the Department needs to address this matter urgently.  As Mondy and Mondy 

(2014:237) state: 

 

“Most employees have a strong need to know how well they are performing.  A good 

appraisal system provides highly desired feedback on a continuing basis ….  Even 

though the interview presents an excellent opportunity for both parties to exchange 

ideas, it should never serve as a substitute for the day-to-day communication and 

coaching required by performance management.” 

 

As far as the other findings are concerned, 19.7% of the respondents disagreed/strongly disagreed 

with this statement, while 34.9% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result, they are not in a position to 
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comment on this statement.Regarding the 19.7% of the respondents who disagreed/strongly 

disagreed with this statement, this can again be attributed to the non-committal nature of their 

managers/supervisors to discuss any aspect of the process with them and as a result the 

employees cannot objectively answer this statement. 

 

Therefore, a big responsibility rests with the Department to remove the present barriers as well as 

to impose a performance management climate within the Department to enable the development of 

an open and frank flow of information between the managers/supervisors and the employees.  This 

can only be to the advantage of all stakeholders. 

 

RESULT 47: In this Department, promotions are based on who you know, not what you 

know (Question B 47). 
 
The results indicate that 47.4% of the respondents agreed/strongly agreed that in this Department, 

promotions are based on who you know, not what you know.This finding is not surprising, 

especially when taking into account the findings in question B 14 where only 35.1% of the 

respondents agreed/strongly agreed, that the measures used to monitor performance are the most 

appropriate for the role, question B 26, where again only 35,2% of the respondents indicated that 

they received constructive feedback on their performance, question B 33, where 56.9% of the 

respondents indicated that the performance appraisals in the Department help some employees 

more than others, question B 36, where again 56.3% of the respondents indicated that the 

performance appraisals in the Department focuses on numbers and not on growth, question B 40, 

where only 29.2% of the respondents indicated that managers/supervisors, and employees, trust 

the performance appraisal process, question B 44, where only 16.7% of the respondents see the 

performance appraisal as fair, and question B 46, where 45.4% of the respondents, agreed/ 

strongly agreed that managers/supervisors are reluctant to be frank with people.  As stated earlier, 

it is vital that trust exists within the Department and also that fairness/procedural justice prevails.  

Any distrust can lead to serious interpersonal group conflict which can impact on service delivery.  

It is thus vital that the Department address this issue as a matter of urgency as quite a large group 

of employees holding this negative view are involved.  These employees could easily influence the 

rest of the staff which can ultimately impact on the productivity of the Department.  As Mathis and 

Jackson (2011:367) state: 

 

“Procedural justice is the perceived fairness of the process and procedures used to 

make decisions about employees ……  It is important that employees see all the 

processes and practices as fair.” 
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As far as the other findings are concerned, 24.4% of the respondents disagreed/strongly disagreed 

with this statement, while 28.2% of the respondents neither agreed nor disagreed with the 

statement.  For this last group of employees who neither agreed nor disagreed with the statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result, they are not in a position to 

comment on this statement.  Regarding the 24.4% of the respondents who disagreed/ strongly 

disagreed with this statement, this can again be attributed to the non-committal nature of their 

managers/supervisors to discuss any aspect of the process with them and as a result, the 

employees cannot objectively answer this statement. 

 

There is thus no doubt, that serious problems exist within the Department regarding the perception 

of a relatively large group of employees in respect of how promotions are handled, and immediate 

actions from the Department’s side is required. 

 

RESULT 48: Employees who are mediocre performers are clearly identified 

  (Question B 48). 

The results indicate that 29.7% of the respondents agreed/strongly agreed that employees who are 

mediocre performers are clearly identified. This is a relatively low percentage, and somewhat 

surprising especially when taking into account the findings in question B 7, where 42.2% of the 

respondents indicated that managers/supervisors in the Department tell employees when they are 

doing a good job, question B 8, where 50.6% of the respondents indicated that monitoring 

standards of performance is a regular management duty in the Department, question B 10, where 

44.7% of the respondents indicated that employees in the Department receive feedback on how 

they are performing against targets, question B 11, where 52.5% of the respondents indicated that 

employees are in no doubt that it is performance that matters and question B 12, where 50.8% of 

the respondents indicated that poor performance is not tolerated in the Department.  The aim of 

the performance appraisal process is to evaluate employees against preset targets agreed upon at 

the beginning of the appraisal period.  Should it be found that the employees did not achieve the 

preset targets, a number of interventions need to be instituted. 

 

It is important that mediocre performance is identified, as it can impact on the quality of service 

delivery. The performance appraisal method should be designed to highlight mediocre 

performance.  If it is badly designed, or poorly implemented, then this goal will not be achieved.  

From the above, it is clear that the Department needs to investigate this low percentage of 

respondents who share this view, as numerous activities, as identified earlier, are in place in the 

Department to identify mediocre performers.    
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As Quick and Nelson (2011:184) state:  

 

“The skill of defining performance in behavioural terms is an essential first step in the 

performance management process.  Once defined, performance can be measured and 

assessed.  This information about performance can then be fed back to the individual 

and used as a basis for setting goals and establishing plans for improving performance.  

Positive performance behaviours should be rewarded, and poor performance 

behaviours should be corrected.” 

 

The other findings in this question indicated that 24.6% of the respondents disagreed/strongly 

disagreed with this statement, while 45.7% of the respondents neither agreed nor disagreed with 

this statement. 

 

For this last group of employees, who neither agreed nor disagreed with this statement it might 

again be an indication that this group of employees either have very little contact or interaction with 

their managers/supervisors at all, and as such they do not discuss any issues pertaining to the 

performance appraisal process and consequently they cannot comment on this aspect.  Regarding 

the 24.6% of the respondents who disagreed/strongly disagreed with this statement, this can again 

be attributed to the non-committal nature of their managers/supervisors.  They just do not see any 

need to discuss any aspect of the performance appraisal process with them.  As a result of this, 

the respondents are not aware of any steps which are taken to identify employees who are 

mediocre. 

 

For the performance appraisal system to achieve its goals, poor performers need to be identified 

and helped to correct themselves to the advantage of the employees themselves and the 

Department. 

 

RESULT49: Employees receive performance feedback at review time (Question B 49). 

The results indicate that 49% of the respondents agreed/strongly agreed that employees receive 

performance feedback at review time. This finding is not surprising, especially when taking into 

account the findings in question B 1, where 54.8% of the respondents indicated that as a result of 

the last review discussion, employees felt motivated to improve their performance.  This is not a 

very high percentage and perhaps the Department can investigate this aspect further.  The 

feedback sessions play a vital role in the appraisal process.  Issues which need to be addressed 

during this session include:  possible poor performance, the reason for the poor performance, 

remedies to address the poor performance and future career moves, within the company. 
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Mondy and Mondy (2014:237) remark as follows in this regard: 

 

“A special time should be set for a formal discussion of an employee’s performance.  

Since improved performance is a common goal of appraisal systems, withholding 

appraisal results is absurd. Employees are severely handicapped in their 

developmental efforts when denied access to this information.  A performance review 

allows them to detect any errors or omissions in the appraisal.” 

 

As far as the other findings are concerned, 22.7% of the respondents disagreed/strongly disagreed 

with this statement while 28.3% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might be an indication that this group of employees either have very little contact or no interaction 

with their managers/supervisors at all and as a result, they are not in a position to comment on this 

statement.  Regarding the 22.7% of the respondents who disagreed/strongly disagreed with this 

statement, this can again be attributed to the non-committal nature of their managers/supervisors 

to discuss any feedback with them relating to their performance, andas a result thereof, the 

employees cannot objectively answer this statement. 

 

All employees need to be provided with proper feedback regarding their performance.  Thus, 

feedback is important.  From the above findings it would appear that not all managers/supervisors 

are there yet and the Department perhaps needs to put formal structures in place to achieve this. 

 

RESULT 50: Mediocre performers in the Department are often rated high (Question B 50). 

The results indicate that 33.8% of the respondents agreed/strongly agreed that mediocre 

performers in the Department are often rated high. This finding is not surprising, especially when 

taking into account the findings in question B 14, where only 35.1% of the respondents indicated 

that the measures used to monitor performance were the most appropriate for the role, question   

B 16, where again only 35.1% of the respondents indicated that the Department provides sufficient 

time and resources for the performance management process, question B 33, where 56.9% of the 

respondents indicated that the performance appraisals help some employees more than others, 

and question B 40, where only 29.2% of the respondents agreed/strongly agreed that managers/ 

supervisors and employees trust the performance appraisal process.  It would thus appear, that 

although, as indicated in question B 8, where 50.6% of the respondents indicated that a regular 

management duty in the Department is to monitor the standards of performance, question B 11, 

where 52.5% of the respondents indicated that there is no doubt that performance in the 

Department matters, and question B 12, where 50.8% of the respondents indicated that poor 
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performance is not tolerated, when applying the performance appraisal process in practice, there 

appears to be a gap between the practice and what is purported to happen.  Although only a 

relatively small percentage of respondents see the performance appraisal process as problematic 

regarding the mediocre performers, in general, it is problematic as it impacts on the integrity of the 

system being used.  It can for example, impact on the work ethic of the Department.  This aspect 

thus needs to be addressed as soon as possible by the Department.  Perhaps, by putting up some 

posters explaining how the system really works may help to address this problem.  AsGomez-Mejia 

et al(2014:204) state: 

 

“If appraisal is not done well, if for instance, performance is not measured accurately, 

and feedback is poorly given ─ the costs of conducting the appraisal may exceed its 

potential benefits.  It makes good business sense to engage in a practice only if the 

benefits exceed the cost.” 

 

As far as the other findings are concerned, 19.5% of the respondents disagreed/strongly disagreed 

with this statement, while 46.7% neither agreed nor disagreed with this statement.For this last 

group of employees, who neither agreed nor disagreed with the statement, it might again be an 

indication that this group of employees either have very little contact or no interaction with their 

managers/supervisors at all, and as a result, they are not in a position to form an opinion on how 

poor/mediocre performance is rated.  Regarding the 19.5% of the respondents who disagreed/ 

strongly disagreed with this statement, this can again be attributed to the non-committal nature of 

their managers/supervisors to discuss any aspect of the performance appraisal process with the 

employees, resulting in them not being able to form any real opinion on this statement. 

 

Thus, having a performance appraisal system which is perceived by all employees as fair, is vital 

for instilling confidence in the employees that hard work pays off. 

 

RESULT 51: Two-way communication is encouraged in the Department(Question B 51). 

The results indicate that 46.6% of the respondents agreed/strongly agreed that two-way 

communication is encouraged in the Department. This relatively low percentage for this statement 

is not surprising, especially when taking into account the findings in question B 3, where only 

34.5% of the respondents indicated that regular discussions were held with their managers/ 

supervisors about their personal development, question B 4, where again only 43.5% of the 

respondents indicated that in their last review they were given a chance to say everything, and 

question B 26, where again only 35.2% of the respondents indicated that employees in the 

Department receive constructive feedback on their performance.  It would thus appear that the 
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practice of two-way communication is not that prevalent in the Department.  Communication is vital 

in any organisation/company.  However, its success is measured against the extent to which this 

communication is top-down and bottom-up.  It is essential that the department identify the barriers 

in this regard, and take corrective action.  As Quick and Nelson (2011:245) state: 

 

“Two-way communication is an interactive form of communication in which there is an 

exchange of thoughts, feelings, or both and through which shared meaning often 

occurs.  Problem-solving and decision-making are often examples of two-way 

communication ……. Interpersonal communication, especially between managers and 

employees, is a critical foundation for effective performance in organisations.” 

 

As far as the other findings are concerned, 25.6% of the respondents disagreed/strongly disagreed 

with this statement, while 27.8% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result they are not in a position to 

comment on this statement.  Regarding the 25.6% of the respondents who disagreed/strongly 

disagreed with this statement, this can again be attributed to the non-committal nature of their 

managers/supervisors to discuss anything with them, resulting in this response. 

 

There is no doubt that proper two-way communication is essential if an organisation/company and 

also the Departments want to function effectively and efficiently. 

 

RESULT 52: There is regular direct person-to-person contact between 

managers/supervisors and employees(Question B 52). 
 
The results indicate that 45.8% of the respondents agreed/strongly agreed that there is regular 

direct person-to-person contact between managers/supervisors and employees. Again this view is 

shared by less than 50% of the respondents.  This relatively low percentage is not surprising when 

one looks at the findings in the following questions: 

 

Question B 3  ─here only 34.5% of the respondents indicated that regular discussions are held 

between the staff and managers/supervisors about their personal development. 

 

Question B 6  ─here only 42.8% of the respondents indicated that managers/supervisors in the 

Department motivate staff to develop and achieve their goals. 
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Question B 7  ─here only 42.2% of the respondents indicated that managers/supervisors in the 

Department tell employees when they are doing a good job. 

 

Question B 9  ─here only 41.6% of the respondents indicated that the manager/supervisor 

coaches the staff to improve their performance. 

 

Question B 10  ─here only 44.7% of the respondents indicated that employees in the Department 

receive feedback on how they are performing against targets. 

 

Question B 16  ─here only 35.1% of the respondents indicated that the department provides 

sufficient time and resources for the performance management process. 

 

Question B 19  ─here only 47.5% of the respondents indicated that employees in the Department 

agree together on their performance targets with their immediate manager/supervisor. 

 

Question B 26  ─here only 35.2% of the respondents indicated that employees in the Department 

receive constructive feedback on their performance. 

 

Question B 41  ─here34.2% of the respondents indicated that managers/supervisors talk about 

performance once a year. 

 

Question B 46  ─here 45.4% of the respondents indicated that in the Department, managers/ 

supervisors are reluctant to be frank with employees. 

 

For the performance appraisal system to achieve its goals, direct person-to-person contact 

between the managers/supervisors and employees is absolutely essential.  It is important that a 

good relationship develop between the parties.  This will strengthen the trust between the parties 

which is important.  As Hodgetts and Hegar (2008:460) state: 

 

“A poor social environment and a lack of support or help from co-workers and 

supervisors lead to stress.  Implementing effective interpersonal relationships reduces 

stress. Organisations must provide opportunities for social interactions among 

workers.” 

 

From the foregoing it is clear that the Department needs to address the issue of person-to-person 

contact as a matter of urgency.  One method would be to provide the employees with training in 

communication skills.   
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As far as the other findings are concerned, 26.2% of the respondents disagreed/strongly disagreed 

with this statement, while 28% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with the statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result, they are not in a position to 

comment honestly on this statement.  Regarding the 26.2% of the respondents who disagreed/ 

strongly disagreed with this statement, this can again be attributed to the non-committal nature of 

their managers/supervisors to discuss anything with their employees, and consequently their 

response in this regard. 

 

Thus, proper person-to-person contact is absolutely essential if the Department is to implement the 

performance appraisal system properly, and achieve its goals. 

 

RESULT 53: People are given an opportunity to participate in decisions that affect them 

(Question B 53). 
 
The results indicate that 32.8% of the respondents agreed/strongly agreed that people are given 

an opportunity to participate in decisions that affect them. This low percentage is not surprising, 

especially when taking into account the findings in question B 3, where only 34.5% of the 

respondents indicated that regular discussions are held with their managers/supervisors about 

their personal development, question B 4, where only 43.5% of the respondents indicated that 

during their last review they were given a chance to say everything they wanted, and question B 

19, where 47.5% of the respondents indicated that the employees in the Department agree 

together on their performance targets with their immediate manager/supervisor.  From the findings 

above it would appear that the employees are not really given the opportunity to participate in 

discussions that affect them.  This can have serious consequences for the Department.  If 

employees do not buy into any decisions made, they will not make it their own, and this can result 

in poor service delivery to the community.  The Department therefore needs to implement a 

process whereby the barriers that exist at present regarding the participation of employees in 

decisions that affect them are removed allowing a healthy team spirit to be developed.  As Quick 

and Nelson (2011:321) state: 

 

“Participative decision making occurs when individuals who are affected by decisions 

influence the making of those decisions.  Participation buffers employees from the 

negative experiences of organisational politics  ……  participative management has 

been found to increase employee creativity, job satisfaction and productivity.” 
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As far as the other findings are concerned, 37.9% of the respondents disagreed/strongly disagreed 

with this statement, while 29.3% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with the statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result, they are not in a position to 

comment on this statement.  Regarding the 37.9% of the respondents who disagreed/strongly 

disagreed with this statement, this can again be attributed to the non-committal nature of their 

managers/supervisors to discuss anything with them, thus their response in this regard. 

 

Getting employees involved in the decisions that affect them directly, have numerous benefits.  

These include, better commitment and dedication to their tasks with improvements in productivity 

and improved service delivery. 

 

RESULT 54: Performance appraisals are handled in a professional manner 

  (Question B 54). 

The results indicate that 32.8% of the respondents agreed/strongly agreed that the performance 

appraisals are handled in a professional manner in the Department. This is a very low percentage 

and of serious concern.  This finding is not surprising especially when taking into account the 

findings in the following questions: 

 

Question B 3  ─where only 34.5% of the respondents indicated that regular discussions are held 

with their managers/supervisors about their personal development. 

 

Question B 4  ─where only 43.5% of the respondents indicated that in their last review, they were 

given a chance to say everything they wanted to. 

 

Question B 10  ─where only 44.7% of the respondents indicated that employees in the 

Department receive feedback on how they are performing against targets. 

 

Question B 13  ─where only 29.5% of the respondents indicated that the performance 

management system in the Department focuses on career development. 

 

Question B 14  ─where only 35.1% of the respondents indicated that the measures used to 

monitor performance are the most appropriate for the role. 
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Question B 16 ─where only 35.1% of the respondents indicated that the Department provides 

sufficient time and resources for the performance management process. 

 

Question B 19  ─where only 47.5% of the respondents indicated that employees in the 

Department agree together on their performance targets with their immediate manager/supervisor. 

 

Question B 26  ─where only 35.2% of the respondents indicated that employees in the 

Department receive constructive feedback on their performance. 

 

Question B 28  ─where only 35.3% of the respondents indicated that the Department focuses on 

raising personal capability. 

 

Question B 40  ─where only 29.2% of the respondents indicated that managers/supervisors and 

employees trust the performance appraisal process. 

 

Question B 43  ─where only 42.3% of the respondents indicated that the performance appraisals 

show employees how they can improve. 

 

Question B 44  ─where only 16.7% of the respondents indicated that the performance appraisals 

are seen as fair by all. 

 

Question B 49  ─where only 49% of the respondents indicated that employees receive 

performance feedback at review time. 

 

From the findings above, it is clear that the perceptions of the employees are that the performance 

appraisals are not handled in a professional manner.  This is a very serious finding indeed.  If this 

is the case, then the employees will have no faith in the system, as well as in their managers/ 

supervisors.  The Department needs to urgently investigate the issues pertaining to this aspect.  As 

Mondy and Mondy (2014:236) state: 

 

“A common deficiency in appraisal systems is that the evaluators seldom receive 

training on how to conduct effective evaluations.  Unless everyone evaluating 

performance receives training in the art of giving and receiving feedback, the process 

can lead to uncertainty and conflict.  The training should be an on-going process in 

order to ensure accuracy and consistency.”    
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As far as the other findings are concerned, 35.2% of the respondents disagreed/strongly disagreed 

with this statement, while 32% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result they are not in a position to 

comment on this statement.  Regarding the 35.2% of the respondents who disagreed/strongly 

disagreed with this statement, this can again be attributed to the non-committal nature of their 

managers/supervisors to discuss any aspect of the process with them, and thus their response in 

this regard. 

 

There is no doubt that for the appraisal system to work effectively, and be seen by all as fair, it 

needs to be handled in a professional manner.  Should this not be the case, employees will 

become disgruntled and productivity and service delivery will drop. 

 

RESULT 55: Working relationships with co-workers are enjoyable(Question B 55). 

The results indicate that 64.1% of the respondents agreed/strongly agreed that the working 

relationships with co-workers are enjoyable. This is a very positive finding.  It is important for any 

organisation that their employees work in harmony with each other.  This will benefit both the 

organisation, as well as the employees.  As Mathis and Jackson (2011:165) state: 

 

“Many individuals build close relationships with co-workers.  Such work-related 

friendships do not appear on employee records, but these relationships can be an 

important signal that a workplace is positive.  Overall what this means is that it is not 

just where people work, but also with whom they work, that affects employee retention.  

If individuals are not linked with or do not relate well to their co-workers, there is greater 

likelihood for turnover to occur.” 

 

As far as the other findings are concerned, 12.3% of the respondents disagreed/strongly disagreed 

with this statement, while 23.6% of the respondents neither agreed nor disagreed with this 

statement.  For this last group who neither agreed nor disagreed with the statement, it might again 

be an indication that this group of employees either have very little contact or no interaction with 

their managers/supervisors at all, and as a result, they are not in a position to comment on this 

statement.  Regarding the 12.3% of the respondents who disagreed/strongly disagreed with this 

statement, this can again be attributed to the non-committal nature of their managers/supervisors 

to discuss anything with them, thus their view regarding this statement. 
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There is no doubt that having good working relations with co-workers can contribute to a healthy 

organisation and work-environment with less stress and other negative issues which can impact on 

service delivery. 

 

RESULT 56: Working relationships with supervisors are enjoyable (Question B 56). 

As no specific group of employees were identified in the previous question (question B 55), the 

respondents could have interpreted the statement as being applicable to all co-workers, including 

their supervisors.  In this question however, the focus is specifically on their relationship with their 

supervisors.  The results indicate that 50.9% of the respondents agreed/strongly agreed, that the 

working relationship with their supervisors are enjoyable.  This percentage is much lower than that 

which was found in the previous question.  It indicates that the employees have a much closer 

relationship with their co-workers, than is the case with their supervisors.  This finding is somewhat 

disturbing, as it is important in a hierarchical organisation that good relationships exists with co-

workers as well as supervisors, if the organisation is to function efficiently and effectively.  

However, this finding is not completely surprising, especially when taking into account the findings 

in the following questions: 

 

Question B 4  ─where 43.5% of the respondents indicated that they were given a chance to say 

everything they wanted to during their last review. 

 

Question B 6  ─where 42.8% of the respondents indicated that managers/supervisors in the 

Department motivate the staff to achieve their goals. 

 

Question B 7  ─where 42.2% of the respondents indicated that the managers/supervisors in the 

Department tell the employees when they are doing a good job. 

 

Question B 9  ─where 41.6% of the respondents indicated that their managers/supervisors coach 

them to improve their performance. 

 

Question B 10  ─where 44.7% of the respondents indicated that they receive feedback on how 

they are performing against targets.   

 

Question B 19  ─where 47.5% of the respondents indicated that they agree together with their 

immediate managers/supervisors on their performance targets. 
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Question B 26  ─where 35.2% of the respondents indicated that they receive constructive 

feedback on their performance. 

 

Question B 41  ─where 34.2% of the respondents indicated that managers/supervisors talk about 

performance once a year. 

 

Question B 46  ─  where 45.4% of the respondents indicated that managers/supervisors are 

reluctant to be frank with employees. 

 

Question B 51  ─where 46.6% of the respondents indicated that two-way communication is 

encouraged in the Department. 

 

Question B 52  ─where 45.8% of the respondents indicated that there is regular direct      person-

to-person contact between managers/supervisors and employees. 

 

Question B 53  ─where 32.8% of the respondents indicated that employees are given an 

opportunity to participate in decisions that affect them. 

 

Question B 54  ─where 32.8% of the respondents indicated that performance appraisals are 

handled in a professional manner. 

 

In view of the above findings, it would appear that problems exist between the employees and their 

supervisors.  The Department needs to establish what barriers exist in this regard, and implement 

strategies to correct the situation.  As Martin and Whiting (2013:151) state: 

 

“There is no right or wrong in relation to appraisals and how it is established or 

conducted, but effective schemes and approaches will generally incorporate the 

following: 

- support from top management 

- systems that are open and participative 

- agreement at all levels about the purpose(s) of the scheme ….” 

 

As far as the other findings are concerned, 21.6% of the respondents disagreed/strongly disagreed 

with this statement, while 27.5% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 
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it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result, they are not in a position to 

comment on this statement.  Regarding the 21.6% of the respondents who disagreed/strongly 

disagreed with this statement, this can again be attributed to the non-committal nature of their 

managers/supervisors to discuss any aspect of the process with them and thus their response in 

this regard. 

 

There is no doubt that good two-way communication between the employees and their managers/ 

supervisors are essential.  This will result in a good working relationship between the parties which 

will ultimately lead to better service delivery in the Department. 

 

RESULT 57: Good work brings recognition (Question B 57). 

The results indicate that 53.9% of the respondents agreed/strongly agreed that good work brings 

recognition. Although not a very high percentage, this finding is not surprising especially when one 

looks at the findings in question B 7, where 42.2% of the respondents indicated that the managers/ 

supervisors in the Department tell employees when they are doing a good job, question B 37, 

where 40% of the respondents indicated that in the Department pay and performance are closely 

related, and question B 45, where 37.6% of the respondents indicated that the employees’ 

compensation is related to the results of the performance appraisals.  From the findings it would 

appear that the aspect of recognition for good work is not that forthcoming in the Department.  This 

is a serious finding as employees who work hard and are not acknowledged for their contribution, 

can become disgruntled and may decide not to give their full attention to their tasks which will 

ultimately impact on service delivery.  The Department thus needs to make an effort to encourage 

the managers/supervisors to recognise the good performance of their employees on an on-going 

basis.  For example, announcing the names of those who excel in the Department, in the 

Departmental monthly newspaper and on the intranet, can be a good start.  Lussier (2012:421) 

states the following in this regard: 

 

“In order to develop an effective recognition programme, managers must be sure to 

separate it from the company’s reward programme.  This ensures a focus on 

recognising the efforts of employees.  To this end, although the recognition may have a 

monetary value (such as a luncheon, gift certificates or plaques), money itself is not 

given to recognise performance.  Effective recognition methods should be sincere, fair 

and consistent, timely and frequent, flexible, appropriate and specific.” 
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As far as the other findings are concerned, 22% of the respondents disagreed/strongly disagreed 

with this statement, while 24.1% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all and as a result, they are not in position to 

comment on this statement.  Regarding the 22% of the respondents who disagreed/strongly 

disagreed with this statement, this can again be attributed to the non-committal nature of their 

managers/supervisors to discuss any issue with them and thus their response in this regard. 

 

Employees need to receive recognition for work well done.  If this is not forthcoming, then 

problems will arise in the organisation, for example resulting in low productivity, low morale and 

high staff turnover. 

 

RESULT 58: A spirit of respect for others exists in our Department(Question B 58). 

The results indicate that 46.7% of the respondents agreed/strongly agreed that a spirit of respect 

for others exists in the Department. This is a very low percentage and needs the intervention of the 

Department without delay.  Lack of respect for colleagues can lead to disharmony among 

employees, and can impact seriously on service delivery.  André (2008:332-333) remarks as 

follows in this regard: 

 

“Treating employees fairly throughout their employment and fostering the belief that the 

company is concerned about fair treatment can reduce the probability that terminated 

employees will later sue the company for being wrongfully fired.  Leaders can help by 

giving employees a voice in decision making and allowing them to give their opinions 

about organisational outcomes that affect them, even if the organisation does not in the 

end accept their views.” 

 

As far as the other findings are concerned, 24.5% of the respondents disagreed/strongly disagreed 

with this statement, while 28.8% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result they are not in a position to 

comment on this statement objectively.  Regarding the 24.5% of the respondents who disagreed/ 

strongly disagreed with this statement, this can again be attributed, to the non-committal nature of 

their managers/supervisors to discuss anything with them, hence their view regarding this 

statement. 
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Having respect for others within an organisation is essential if the organisation is to function 

properly.  If this does not happen, serious breakdowns within the functioning of the organisation 

can occur, leading to poor service delivery to the larger community. 

 

RESULT 59: Employees take pride in their work (Question B 59). 

The results indicate that 41.2% of the respondents agreed/strongly agreed that employees take 

pride in their work. This is a very low percentage and a matter of great concern.  When employees 

do not take pride in their work, work of poor quality will be delivered which will impact directly on 

service delivery.  It is therefore of the utmost importance that the Department address this issue as 

a high priority by determining the underlying reasons for this view.  This finding is not surprising 

especially when taking into consideration the findings in the following questions: 

 

Question B 7  ─where 42.2% of the respondents indicated that managers/supervisors in the 

Department tell employees when they are doing a good job. 

 

Question B 10  ─where 44.7% of the respondents indicated that employees in the Department 

receive feedback on how they are performing against targets. 

 

Question B 16  ─where 35.1% of the respondents indicated that the Department provides 

sufficient time and resources for the performance management process. 

 

Question B 19 ─  where 47.5% of the respondents indicated that employees in the Department 

agree together on their performance targets with their immediate manager/supervisor. 

 

Question B 24  ─where 40.4% of the respondents indicated that employees in the Department 

have a good understanding of how the appraisal review links to rewards. 

 

Question B 26  ─where 35.2% of the respondents indicated that employees in the Department 

receive constructive feedback on their performance. 

 

Question B 37  ─where 40% of the respondents indicated that in the Department pay and 

performance are closely related. 

 

Question B 40  ─where 29.2% of the respondents indicated that managers/supervisors and 

employees trust the performance appraisal process. 
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Question B 44  ─where 16.7% of the respondents indicated that performance appraisals are seen 

as fair by all. 

 

Question B 45  ─where 37.6% of the respondents indicated that the employees’ compensation is 

related to the results of the performance appraisals. 

 

Question B 49  ─where 49% of the respondents indicated that the employees receive 

performance feedback at review time. 

 

Question B 53  ─where 32.8% of the respondents indicated that people are given an opportunity 

to participate in decisions that affect them. 

 

Question B 54  ─where 32.8% of the respondents indicated that performance appraisals are 

handled in a professional manner. 

 

Question  B 57  ─  where 53.9% of the respondents indicated that good work brings recognition. 

 

In view of the above findings, the Department needs to take action to improve the views of the 

employees regarding the pride they take in their jobs.  Hodgetts and Hegar (2008:400-401) state 

as follows in this regard: 

 

“Intangible rewards and recognition are much more powerful motivators than money.  A 

recent nationwide survey sponsored by Katzenbach Partners LLC found ‘that 

employees ─ by more than a three to one margin ─ would rather feel proud of their 

work than receive a higher salary’.  The study found that slightly more than half of the 

employees strongly agreed or mostly agreed with the following statement: ‘feeling 

proud of your work is more important than getting a raise’ ”. 

 

As far as the other findings are concerned, 25.8% of the respondents disagreed/strongly disagreed 

with this statement, while 33% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with the statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result, they are not in a position to 

comment objectively on this statement.  Regarding the 25.8% of the respondents who disagreed/ 
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strongly disagreed with this statement, this can again be attributed to the non-committal nature of 

their managers/supervisors to discuss anything with them, thus their view regarding this statement. 

 

There is no doubt that for an organisation like the Department of Labour to function efficiently and 

effectively they need to ensure that the employees take pride in their work.  To achieve this goal, 

numerous issues need to be addressed in the Department some of which were mentioned in this 

section. 

 

RESULT 60: Materials necessary to do my job are provided(Question B 60). 

The results indicate that 38.4% of the respondents agreed/strongly agreed that the materials 

necessary to do the job are provided. This is a very low percentage and a matter of great concern.  

The Department needs to address this issue without delay.  Employees need materials to do their 

jobs, such as computers, pens, paper and so on.  If this is not forthcoming, they will battle to 

execute their duties properly.  As a result, it will impact on service delivery.  This finding is not 

surprising, especially when taking into consideration the findings in question B 3, where only 34.5% 

of the respondents indicated that regular discussions were held with their managers/supervisors 

about their personal development, question B 4, where only 43.5% of the respondents indicated 

that in their last review they were given the chance to say everything they wanted, question B 5, 

where only 45.4% of the respondents indicated that the managers/supervisors have a good 

understanding of their jobs, question B 9, where only 41.6% of the respondents indicated that their 

managers coach them to improve their performance, question B 16, where only 35.1% of the 

respondents indicated that the Department provides sufficient time and resources for the 

performance management process, question B 28, where only 35.3% of the respondents indicated 

that the Department focuses on raising personal capability, question B 53, where only 32.8% of the 

respondents indicated that people are given an opportunity to participate in decisions that affect 

them, and question B 59, where only 41.2% of the respondents indicated  that employees take 

pride in their work.  From the above findings it would appear that there is a serious lack of support 

over a wide range of areas for the employees from the Department.  Only approximately 30% of 

the employees seem to have the necessary support.  As mentioned earlier, this needs to be 

addressed without delay. 

 

As far as the other findings are concerned, 37.5% of the respondents disagreed/strongly disagreed 

with this statement, while 24.1% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with the statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result they cannot comment objectively 
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on this statement.  Regarding the 37.5% of the respondents who disagreed/strongly disagreed with 

this statement, this can again be attributed to the non-committal nature of their managers/ 

supervisors to discuss anything with them even in respect of materials needed to do the job, thus 

their view regarding this statement. 

 

Employees should not struggle to obtain the necessary materials to do their jobs – this is         

time-consuming and wasteful, and ultimately impacts negatively on the employees, as well as the 

Department. 

 

RESULT 61: Employees are proud of their Department(Question B 61). 

The results indicate that 39.2% of the respondents agreed/strongly agreed that the employees are 

proud of their Department. Again, as was the case with the previous question, this is a very low 

percentage and worrying.  The Department needs to address this issue without delay.  Perhaps a 

number of workshops on the role of the Department, and how employees can make a contribution 

to its success, will be of help.  If employees are not proud of their Department, the quality of their 

work will be low, as well as their self-image.  They will therefore not act in the best interest of the 

Department.  This finding is not surprising, especially when taking into consideration the findings in 

question B 4 where only 43.5% of the respondents indicated that in their last review, employees 

were given the chance to say everything they wanted, question B 14, where only 35.1% of the 

respondents indicated that the measures used to monitor performance were the most appropriate 

for the role, question B 16, where only 35.1% of the respondents indicated that the Department 

provides sufficient time and resources for the performance management process, question B 24, 

where only 40.4% of the respondents indicated that employees in the Department have a good 

understanding of how the appraisal review links to rewards, question B 26, where only 35.2% of 

the respondents indicated that employees in the Department receive constructive feedback on their 

performance, question B 40, where only 29.2% of the respondents indicated that managers/ 

supervisors and employees have trust in the performance appraisal process, question B 44, where 

only 16.7% of the respondents indicated that the performance appraisals are seen as fair by all, 

question B 53, where only 32.8% of the respondents indicated that people are given an opportunity 

to participate in decisions that affect them, question B 59, where only 41.2% of the respondents 

indicated that employees take pride in their work, question B 60, where only 38.4% of the 

respondents indicated that materials necessary to do their jobs are provided.  In view of the above, 

it would appear that many aspects impact on the view the employees have on how they see their 

Department.  As mentioned earlier, this aspect needs to be addressed by the Department without 

delay. 
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As far as the other findings are concerned, 26.1% of the respondents disagreed/strongly disagreed 

with this statement, while 34.7% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees who neither agreed nor disagreed with the statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result cannot comment objectively on 

this statement.  Regarding the 26.1% of the respondents who disagreed/strongly disagreed with 

this statement, this can again be attributed to the non-committal nature of their managers/ 

supervisors to discuss anything with them, thus their view regarding this statement. 

 

If employees are not proud of the Department where they work, this can have serious 

consequences for the Department as well as for the employees.  In the Department’s case, it can 

impact on productivity levels and in the case of the employees, it can impact on their stress levels 

resulting in health related problems. 

 

RESULT62: My manager/supervisor and I discuss things that I need to do for my career 

development(Question B 62). 
 
The results indicate that 31.9% of the respondents agreed/strongly agreed that the employees and 

their managers/supervisors discuss things that the employees need to do for their career 

development. This is a very low percentage and an aspect of great concern.  Managers/ 

supervisors should together with their employees discuss their career development plans.  If this 

does not happen, the employees will feel uncertain about their career prospects.  This can result in 

disgruntled employees impacting on productivity and service delivery.  Thus, the Department 

needs to attend to this aspect without delay.  As Pynes (2013:293-294) state: 

 

“The focus of career development plans is where the organisation is headed and where 

in the organisation incumbents can find future job opportunities.  Employees and 

supervisors should produce a plan that focuses on employee growth and development.  

The plan should have measurable objectives and an action plan …..  By comparing 

employees’ skills with the skill requirements of other positions, the employees and 

supervisors can determine what experience and training might still be needed for 

advancement or lateral movement.  Supervisors should direct employees to relevant 

training opportunities and where possible, delegate additional tasks and responsibilities 

to employees so that they may develop new competencies.” 

 

The finding here is not surprising especially when taking into consideration the findings in the 

following questions:    
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Question B 3  ─where only 34.5% of the respondents indicated that regular discussions are held 

with their managers/supervisors about their personal development. 

 

Question B 6  ─where only 42.8% of the respondents indicated that managers/supervisors in the 

Department motivate staff to develop and achieve their goals. 

 

Question B 7  ─where only 42.2% of the respondents indicated that managers/supervisors in the 

Department tell employees when they are doing a good job. 

 

Question B 9  ─where only 41.6% of the respondents indicated that their managers coach them to 

improve their performance. 

 

Question B 10  ─where only 44.7% of the respondents indicated that the employees in the 

Department receive feedback on how they are performing against targets. 

 

Question B 19  ─where only 47.5% of the respondents indicated that employees in the 

Department agree together on their performance targets with their immediate managers/ 

supervisors. 

 

Question B 29  ─where only 49% of the respondents indicated that the Department has a 

development programme to improve skills. 

 

Question B 39  ─where only 32.2% of the respondents indicated that employees in the 

Department are matched to jobs that use their skills. 

 

Question B 42  ─where 51.7% of the respondents indicated that career planning is seen as 

separate from performance appraisals in the Department. 

 

Question B 52  ─where 45.8% of the respondents indicated that there is regular direct      person-

to-person contact between managers/supervisors and employees. 

 

Question B 53   ─  where 32.8% of the respondents indicated that employees are given an 

opportunity to participate in decisions that affect them. 

 

Thus, from the findings above, it is clear that the relationship between the employee’s manager/ 

supervisor, and himself/herself, regarding the aspect of career development is relatively weak.  

Serious action thus needs to be taken if true change can occur in this regard.  
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As far as the other findings are concerned, 43.3% of the respondents disagreed/strongly disagreed 

with this statement, while 24.8% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with the statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result they cannot comment objectively 

on this statement.  Regarding the 43.3% of the respondents who disagreed/strongly disagreed with 

this statement, this can again be attributed to the non-committal nature of their managers/ 

supervisors to discuss anything with them even in respect of their career development, thus their 

view regarding this statement. 

 

It is important that employees should know where they are going with their careers in an 

organisation.  This also applies to employees within the Department of Labour.  Proper 

consultation between the manager/supervisor and the employee is necessary to design a plan of 

action to implement in this regard. 

 

RESULT 63: My manager/supervisor helps me solve work-related problems 

  (Question B 63). 

The results indicate that 56.2% of the respondents agreed/strongly agreed that the 

managers/supervisors help the employees to solve their work-related problems. Although again not 

a very high percentage was obtained, this is a positive finding.  The finding is not surprising, 

especially when taking into consideration the findings in question B 8, where 50.6% of the 

respondents indicated that monitoring standards of performance is a regular management duty in 

the Department, question B 21, where 51.5% of the respondents indicated that employees in the 

Department are clear as to how they could improve their performance, question B 23, where 64.3% 

of the respondents indicated that the employees in the Department have a clear idea of what is 

expected of them in their roles, question B 26, where 49% of the respondents indicated that the 

department has a development programme to improve skills and question B 56, where 50.9% of 

the respondents indicated that the working relationship with managers/supervisors are enjoyable.  

Thus, although not a high percentage, it would appear that there is a team effort developing in the 

Department.  This development can help to make a contribution to the effective and efficient 

functioning of the Department and this needs to be pursued further.  Mondy and Mondy (2014:206) 

state as follows in this regard: 

 

“Team building is a conscious effort to develop effective work groups and co-operative 

skills throughout the organisation.  It helps members diagnose group processes and 
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devise solutions to problems.  Effective team building can be the most efficient way to 

boost morale, employee retention and company profitability.”  

 

As far as the other findings are concerned, 20.7% of the respondents disagreed/strongly disagreed 

with this statement, while 23.1% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result, they cannot comment objectively 

on this statement.   

 

Regarding the 20.7% of the respondents who disagreed/strongly disagreed with this statement, 

this can again be attributed to the non-committal nature of their managers/supervisors to discuss 

anything with them even work-related problems, thus their view regarding this statement. 

 

It is absolutely essential that all managers/supervisors take an interest in their employees.  This will 

not only benefit the organisations but also create a pleasant work environment leading to a better 

service to all. 

 

RESULT 64: My manager/supervisor demands that subordinates deliver high quality work 

(Question B 64). 
 
The results indicate that 66% of the respondents agreed/strongly agreed that the 

managers/supervisors demand that the subordinates deliver high quality work. This is a very 

positive finding.  However, it is clear that some work still needs to be done by the Department in 

this area.  Perhaps some posters can be displayed in the Department indicating the importance of 

high quality work especially regarding the service delivery aspect to the greater community.  This 

finding is not surprising, when one looks at the findings in question B 11, where 52.5% of the 

respondents indicated that employees in the Department are in no doubt that it is performance that 

matters, question B 12, where 50.8% of the respondents indicated that poor performance is not 

tolerated in the Department, question B 20, where 51.5% of the respondents indicated that the 

employees are clear as to how they can improve their performance, question B 23, where 64.3% of 

the respondents indicated that the employees have a clear idea of what is expected of them in their 

roles, and question B 30, where 66.2% of the respondents indicated that the Department insists on 

high quality work from its employees.  Thus, the Department is at present trying to build a culture of 

high quality performance which is a slow process.  However, a number of activities in the 

Department, as already discussed, are focussed on achieving this goal. 
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As far as the other findings are concerned, 13% of the respondents disagreed/strongly disagreed 

with this statement, while 21% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with the managers/supervisors at all, and as a result, they cannot objectively comment 

on this statement.  Regarding the 13% of the respondents who disagreed/strongly disagreed with 

this statement, this can again be attributed to the non-committal nature of their managers/ 

supervisors to discuss anything with them, even work-related issues such as the importance of 

high quality work, thus their view in this regard. 

 

The importance of delivering high quality work by the employees cannot be downplayed.  The 

Department cannot realise its strategic goals if it does not have employees who truly deliver.  

However, such employees also need to be recognised and rewarded, something which appears to 

be problematic at this stage in the Department when looking at the results for question B 37. 

 

RESULT65: My performance rating presents an accurate picture of my actual job 

performance (Question B 65). 
 
The results indicate that 40.3% of the respondents agreed/strongly agreed that their performance 

rating presents an accurate picture of their actual job performance. This is a very low percentage 

indeed, and of great concern.  If employees feel that the work they do is not properly recognised, 

they will also lose interest in their jobs and start to withdraw their input.  This will impact directly on 

the service delivery of the Department.  Thus, a serious aspect is highlighted here pertaining to the 

use of the performance appraisal system within the Department.  This needs to be addressed 

without delay.  The finding here is not surprising, especially when looking at the findings in the 

following questions: 

 

Question B 4  ─where only 43.5% of the respondents indicated that employees were given a 

chance to say everything they wanted in their last review. 

 

Question B 5  ─where only 45.4% of the respondents indicated that managers/supervisors have a 

good understanding of their employees’ jobs. 

 

Question B 10  ─  where only 44.7% of the respondents indicated that employees in the 

Department receive feedback on how they are performing against targets. 
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Question B 14  ─  where only 35.1% of the respondents indicated that the measures used to 

monitor performance are the most appropriate for the role. 

 

Question B 16  ─  where only 35.1% of the respondents indicated that the Department provides 

sufficient time and resources for the performance management process. 

 

Question B 26  ─  where only 35.2% of the respondents indicated that the employees in the 

Department receive constructive feedback on their performance. 

 

Question B 39  ─  where only 32.2% of the respondents indicated that the employees in the 

Department are matched to jobs that use their skills. 

 

Question B 40  ─  where only 29.2% of the respondents indicated that the managers/supervisors 

and employees trust the performance appraisal process. 

 

Question B 43  ─  where only 42.3% of the respondents indicated that the performance appraisals 

show employees how they can improve. 

 

Question B 44  ─  where only 16.7% of the respondents indicated that the performance appraisals 

are seen as fair by all. 

 

Question B 48  ─where only 29.7% of the respondents indicated that employees who are 

mediocre performers are clearly identified. 

 

Question B 53  ─  where only 32.8% of the respondents indicated that employees are given an 

opportunity to participate in decisions that affect them. 

 

Question B 54  ─  where only 32.8% of the respondents indicated that the performance appraisals 

are handled in a professional manner. 

 

Question B 57  ─  where only 53.9% of the respondents indicated that good work brings 

recognition. 

 

Question B 59  ─  where only 41.2% of the respondents indicated that employees take pride in 

their work. 
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Question B 61  ─  where only 39.2% of the respondents indicated that the employees are proud of 

their Department. 

 

Thus, from the findings above it would appear that there are problems surrounding the present 

system of performance appraisal used in the Department.  As mentioned earlier, this needs to be 

addressed as a matter of urgency. 

 

As far as the other findings are concerned, 33.3% of the respondents disagreed/strongly disagreed 

with this statement, while 26.4% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result, they cannot comment on this 

statement objectively.  Regarding the 33.3% of the respondents who disagreed/strongly disagreed 

with this statement, this can again be attributed to the non-committal nature of their managers/ 

supervisors to discuss anything with them such as their performance, thus their view in this regard.  

There is no doubt that for any performance appraisal system to work, it needs to be seen by all 

employees as a fair system and one which provides a true reflection of what employees are 

actually doing.  Should this not be the case, it will result in lowly motivated and disgruntled 

employees impacting negatively on the organisation. 

 

RESULT66: My manager/supervisor sets clear goals for me in my present job 

  (Question B 66). 

The results indicate that 48.8% of the respondents agreed/strongly agreed that the 

managers/supervisors set clear goals for the employees in their present jobs. This finding is 

somewhat worrying.  For the employees to make their workgoals their own, it is important that they 

jointly set the goals for the jobs with their managers/supervisors.  Making it a top-down process 

only, will not achieve the desired effect.  They will lack motivation and passion when executing 

their duties.  This finding is not surprising especially when taking into consideration the findings in 

question B 31, where 53.1% of the respondents indicated that managers/supervisors in the 

Department determine the work goals of employees, and question B 53, where only 32.8% of the 

respondents indicated that the employees are given an opportunity to participate in decisions that 

affect them.  From the earlier findings however, it would appear that the respondents are split on 

this issue.  For example, in question B 19, 47.5% of the respondents indicated that the employees 

in the Department agree together on their performance targets with their immediate managers/ 

supervisors, question B 51, where 46.6% of the respondents indicated that two-way 
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communication is encouraged in the Department, question B 52, where 45.8% of the respondents 

indicated that there is regular direct person-to-person contact between managers/supervisors and 

employees, question B 56, where 50.9% of the respondents indicated that the working 

relationships with managers/supervisors are enjoyable, and question B 63, where 56.2% of the 

respondents indicated that their managers/supervisors help them to solve work-related problems.  

Thus, some opposite views appear to be taken here by the respondents regarding the setting of 

work goals in the Department, and as mentioned earlier, this needs to be addressed.  As Gomez-

Mejia, Balkin and Cardy (2014:74) remark: 

 

“Goals that employees participate in creating for themselves are more motivating than 

goals that are simply assigned by managers.” 

 

As far as the other findings are concerned, 23.6% of the respondents disagreed/strongly disagreed 

with this statement, while 27.6% of the respondents neither agreed nor disagreed with this 

statement.For this last group of employees who neither agreed nor disagreed with this statement, it 

might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result, they cannot comment objectively 

on this statement.  Regarding the 27.6% of the respondents who disagreed/strongly disagreed with 

this statement, this can perhaps be attributed to the findings indicated earlier in this question 

regarding the views of the other group of respondents, who have the view that they are more 

closely involved with their managers/supervisors in this area. 

 

There is no doubt that determining the work goals by the employee as well as the supervisor, can 

lead to happy, motivated employees, and a more successful organisation. 

 

RESULT67: My manager/supervisor asks my opinion when a problem related to my work 

arises(Question B 67). 
 
The results indicate that 56.6% of the respondents agreed/strongly agreed that the 

managers/supervisors ask the employees for their opinion when a problem related to their work 

arises. This is a positive finding.  However, as was the case with question B 64 earlier, some work 

also still needs to be done here.  It is important that there is open communication between the 

employees and their managers/supervisors.  This will form a healthy foundation on which to create 

a relationship of trust between the parties leading ultimately to more highly motivated employees 

and better productivity.  Thus, the Department needs to work harder on this aspect, perhaps by 

offering managers/supervisors workshops on how to get involved with problem-solving issues in 

the workplace. 
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As far as the other findings are concerned, 21.8% of the respondents disagreed/strongly disagreed 

with this statement, while 21.6% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result, they cannot objectively comment 

on this statement.  Regarding the 21.8% of the respondents who disagreed/strongly disagreed with 

this statement, this can again be attributed to the non-committal nature of their managers/ 

supervisors to discuss anything with them, thus their view in this regard. 

 

Having an open relationship between the managers/supervisors and the employees is important if 

the Department wants to move ahead.  By interacting with one another, and discussing           

work-related problems, can only benefit the Department, as well as the employee. 

 

RESULT 68: My performance appraisal takes into account the most important parts of my job 

(Question B 68). 
 
The results indicate that 47.7% of the respondents agreed/strongly agreed that the performance 

appraisal takes into account the most important parts of the employee’s job. This is again a very 

low percentage and the Department needs to look at how the performance appraisal system is at 

present being applied within the Department.  The performance appraisal system plays a central 

role in the total performance management process as mentioned earlier in chapter 2 and if the 

application of the system is not producing what it is intended to, the issues in this regard need to 

be addressed and corrected.  If this is not done as soon as possible, the whole system will end in 

failure.  This finding is not surprising, especially when taking into consideration the findings in 

question B 13, where only 29.5% of the respondents indicated that the performance management 

system in the Department focuses on career development, question B 14, where only 35.1% of the 

respondents indicated that the measures used to monitor performance are the most appropriate for 

the role, question B 26, where only 35.2% of the respondents indicated that employees in the 

Department receive constructive feedback on their performance, question B 39, where only 32.2% 

of the respondents indicated that the employees in the Department are matched to jobs that use 

their skills, question B 40, where only 29.2% of the respondents indicated that the managers/ 

supervisors and employees trust the performance appraisal process, question B 43, where only 

42.3% of the respondents indicated that the performance appraisals show employees how they 

can improve, question B 44, where only 16.7% of the respondents indicated that the performance 

appraisals are seen as fair by all, question B 54, where only 32.8% of the respondents indicated 

that the performance appraisals are handled in a professional manner, and question B 65, where 
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only 40.3% of the respondents indicated that their performance rating presents and accurate 

picture of their actual job performance.  From the foregoing findings it is clear that there are 

problems with the implementation of the present performance appraisal system within the 

workplace.  This, as mentioned earlier, needs to be addressed by the Department without delay. 

 

As far as the other findings are concerned, 22.1% of the respondents disagreed/strongly disagreed 

with this statement, while 30.2% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result they cannot comment objectively 

on this statement.  Regarding the 22.1% of the respondents who disagreed/strongly disagreed with 

this statement, this can again be attributed to the non-committal nature of their managers/ 

supervisors to discuss anything with them, and in this instance, what the performance appraisal 

actually addresses regarding the job as a whole, thus their view in this regard. 

 

When designing a performance appraisal system, it is important to firstly identify the purpose of the 

system being designed, and secondly, that the design of the system actively addresses these 

goals.  Should this not happen the total system will be a failure. 

 

RESULT69: I do not have enough training to do my job well(Question B 69). 

The results indicate that 32% of the respondents agreed/strongly agreed that employees do not get 

enough training to do their jobs well. This is a relatively small percentage of respondents.  Thus it 

would appear that the remainder of the staff are satisfied with the training they are receiving at 

present to perform their jobs.  This finding is not surprising especially when taking into 

consideration the findings in question B 29, where 49% of the respondents indicated that the 

Department has a development programme to improve skills, question B 35, where 64.2% of the 

respondents indicated that job descriptions in the Department state the outcomes expected, 

question B 63, where 56% of the respondents indicated that their managers/supervisors help them 

to solve their work-related problems, perhaps this includes training.  As Colquitt, Lepine and 

Wesson (2013:258) state: 

 

“How can organisations improve learning in an effort to boost employee expertise and 

ultimately improve decision-making?  One approach is to rely on training which 

represents a systematic effort by organisations to facilitate the learning of job-related 

knowledge and behaviour.” 
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As far as the other findings are concerned, 43% of the respondents disagreed/strongly disagreed 

with this statement, while 25% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result they cannot objectively comment 

on this statement.  Regarding the 43% of the respondents who disagreed/strongly disagreed with 

this statement, this is in line with the findings as discussed earlier, namely that these employees 

are of the opinion that they do receive enough training to do their jobs well. 

 

There is no doubt that training plays an important role in developing employees.  If the employees 

do not receive sufficient training they will not be able to function properly which will ultimately 

impact on service delivery.  Although only 32% of the employees felt that they needed more 

training, the Department will have to investigate this aspect further and remove any barriers which 

might exist in this regard. 

 

RESULT70: The work I do on my job is meaningful to me (Question B 70). 

The results indicate that 72.3% of the respondents agreed/strongly agreed that the work 

employees do on their jobs is meaningful to them. This is a very positive finding.  It is important 

that employees feel that the work they do is of value to them.  If this is not the case, employees will 

see no meaning in what they do and their motivation will diminish.  This will impact negatively on 

the Department, and also have dire consequences for service delivery.  This finding is not 

surprising, especially when taking into consideration the findings in the following questions: 

 

Question B 2  ─  where 50.8% of the respondents indicated that the Department’s needs and 

priorities are well communicated through the performance management process. 

 

Question B 20  ─  where 53.4% of the respondents indicated that the employees in the 

Department are clear as to how their role links to the Department’s plans. 

 

Question B 23  ─  where 64.3% of the respondents indicated that employees in the Department 

have a clear idea of what is expected of them in their roles. 

 

Question B 35  ─  where 64.2% of the respondents indicated that the job descriptions in the 

Department state the outcomes expected. 
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Question B 59  ─  where 41.2% of the respondents indicated that employees take pride in their 

work. 

 

Question B 67  ─  where 56.6% of the respondents indicated that their managers/supervisors ask 

the opinion of their employees when a problem related to their work arises. 

 

Thus, from the findings above it is clear that the employees find the jobs they do meaningful.  As 

far as the other findings are concerned, 12.3% of the respondents disagreed/strongly disagreed 

with the statement, while 15.4% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all, and as a result, they cannot comment objectively 

on this statement.  Regarding the 12.3% of the respondents who disagreed/strongly disagreed with 

this statement, this can again be attributed to the non-committal nature of their 

managers/supervisors to discuss anything with them and in this case where and how their jobs fit 

into the larger picture, thus their view regarding this statement. 

 

There is no doubt that employees need to see the bigger picture of where their jobs fit into the 

organisation.  This will give them meaning and structure, and consequently, lead to happy and 

motivated employees.  

 

RESULT 71: I have too much work to do and cannot do everything well(Question B 71). 

The results indicate that 34.1% of the respondents agreed/strongly agreed that the employees 

have too much work to do and cannot do everything well.Although this is only a very small 

percentage of the employees, it is important that the Department establish what the underlying 

reasons for this situation are.  Too much work can lead to stress, which will ultimately lead to 

unhealthy employees.  This normally results in absenteeism which will impact on service delivery.  

The findings here are somewhat contradictory when looking at the findings in the following 

questions: 

 

Question B 5  ─  where 45.4% of the respondents indicated that managers/supervisors in the 

Department have a good understanding of their employees’ jobs. 

 

Question B 8  ─  where 50.6% of the respondents indicated that monitoring standards of 

performance is a regular management duty in the Department. 
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Question B 10  ─  where 44.7% of the respondents indicated that the employees in the 

Department receive feedback on how they are performing against targets. 

 

Question B 21  ─  where 51.5% of the respondents indicated that employees in the department 

are clear as to how they can improve their performance. 

 

Question B 23  ─  where 64.3% of the respondents indicated that the employees in the 

Department have a clear idea of what is expected of them in their roles. 

 

Question B 35  ─  where 64.2% of the respondents indicated that the job descriptions in the 

Department state the outcomes expected. 

 

Question B 63  ─  where 56.2% of the respondents indicated that their managers/supervisors help 

them to solve work-related problems. 

 

Question B 67  ─where 56.6% of the respondents indicated that their managers/supervisors ask 

their opinion when a problem related to their work arises. 

 

Thus, from the findings it is clear that only a relatively small group of employees have too much 

work to do, and as a result cannot do everything well.  As stated earlier, the Department needs to 

investigate the reasons for this occurrence. 

 

As far as the other findings are concerned, 37.4% of the respondents disagreed/strongly disagreed 

with this statement, while 28.5% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or 

interaction with their managers/supervisors at all, and as a result cannot comment objectively on 

this statement.  Regarding the 37.4% of the respondents who disagreed/strongly disagreed with 

this statement, this is in line with the findings as discussed earlier, namely that these employees 

are of the opinion that their workload is acceptable and that they can cope with their jobs. 

 

As indicated earlier, to do too much work can impact on the employees’ health resulting in 

absenteeism due to health related problems.  Thus, this situation must be avoided at all costs if the 

Department is to render a good service to its citizens. 
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RESULT 72: I have all the skills I need in order to do my job(Question B 72). 

The results indicate that 58.4% of the respondents agreed/strongly agreed that the employees 

have all the skills they need in order to do their jobs.Although a positive finding, there is still room 

for improvement, and the Department needs to investigate any barriers in this regard, and devise 

strategies to overcome them.  This finding is not surprising, when one looks at the findings in 

question B 5, where 45.4% of the respondents indicated that the managers/supervisors in the 

Department, have a good understanding of their employees’ jobs, question B 8, where 50.6% of 

the respondents indicated that monitoring standards of performance is a regular management duty 

in the Department, question B 9, where 41.6% of the respondents indicated that their managers 

coach them to improve their performance, question B 23, where 64.3% of the respondents 

indicated that employees in the Department have a clear idea of what is expected of them in their 

roles, question B 29, where 49% of the respondents indicated that the Department has a 

development programme to improve skills, question B 69, where 43% of the respondents indicated 

that they have enough training to do their jobs well.  Thus, it would appear that although some 

problems do exist, the majority of the respondents do feel that they have all the skills they need to 

do their jobs well. 

 

As far as the other findings are concerned, 22.3% of the respondents disagreed/strongly disagreed 

with this statement, while 19.3% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or no 

interaction with their managers/supervisors at all and as a result they cannot comment objectively 

on this statement.  Regarding the 22.3% of the respondents who disagreed/strongly disagreed with 

this statement, this finding correlates with the finding in question B 69, where 32% of the 

respondents indicated that they do not have enough training to do their jobs well.  Thus, this must 

be the same group of employees, and thus their view in this regard.  

 

There is no doubt that to function effectively and efficiently in their jobs, employees need proper 

training to obtain the necessary skills needed.  If this does not happen, the employees will not be 

able to function optimally. 

 

RESULT 73: My job is challenging (Question B 73). 

The results indicate that 65.6% of the respondents agreed/strongly agreed that the employees see 

their jobs as challenging. This is a positive finding.  However, it is clear that some work still needs 

to be done by the Department in this regard.  If the job descriptions mentioned earlier, are well 
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designed, the jobs of the employees should be challenging.  Perhaps the Department should take 

a relook at the existing job descriptions, and if need be, make the necessary adjustments. 

 

According to Hackman and Oldham, as quoted by Mathis and Jackson (2011:118-119), there are 

five important design characteristics which need to be taken into consideration when designing 

jobs, these include, as quoted by the authors, the following: 

 

“- Skill variety  -the extent to which the work requires several different activities for 

successful completion. 

 

- Task identity-  the extent to which the job includes a ‘whole’ identifiable unit of work that 

is carried out from start to finish and that results in a visible outcome. 

 

- Task significance  -  the impact the job has on other people. 

 

- Autonomy  -  the extent of individual freedom and discretion in the work and its 

scheduling. 

 

- Feedback  -  the amount of information employees receive about how well or how poorly 

the have performed.” 

 

Thus, by taking these components into consideration, the jobs of employees should be 

challenging. 

 

As far as the other findings are concerned, 15.6% of the respondents disagreed/strongly disagreed 

with this statement, while 18.8% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or 

interaction with their managers/supervisors at all, and as a result, cannot comment objectively on 

this statement.  Regarding the 15.6% of the respondents who disagreed/strongly disagreed with 

this statement, this can again be attributed to the non-committal nature of their managers/ 

supervisors to discuss anything relating to their work with them, thus their view in this regard. 

 

There is no doubt that the proper design of jobs can provide the employees with interesting and 

challenging work.  However, as changes take place within the Department, the revision of the job 

descriptions will be a necessary and on-going process. 
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RESULT 74: I feel that I am making a contribution to the overall objectives of my 

 Department(Question B 74). 
 
The results indicate that 76.7% of the respondents agreed/strongly agreed that the employees feel 

that they are making a contribution to the overall objectives of the Department. This is a very 

positive finding and can have a positive impact on service delivery.  This finding is not surprising, 

especially when taking into consideration the findings in the following questions: 

 

Question B 2  ─  where 50.8% of the respondents indicated that the Department’s needs and 

priorities are well communicated through the performance management process. 

 

Question B 6  ─  where 42.8% of the respondents indicated that managers/supervisors motivate 

the staff to develop and achieve their goals. 

 

Question B 10  ─  where 44.7% of the respondents indicated that the employees receive feedback 

on how they are performing against targets. 

 

Question B 20  ─  where 53.4% of the respondents indicated that the employees are clear as to 

how their role links to the Department’s plans. 

 

Question B 22  ─  where 52.9% of the respondents indicated that the employees are held fully 

accountable for the end results they produce or fail to produce. 

 

Question B 23  ─  where 64.3% of the respondents indicated that the employees have a clear 

idea of what is expected of them in their roles. 

 

Question B 63  ─  where 56.2% of the respondents indicated that their managers/supervisors help 

them solve work-related problems. 

 

Question B 67  ─  where 56.6% of the respondents indicated that their managers/supervisors ask 

their opinion when a problem related to their work arises. 

 

Question B73  ─  where 65.6% of the respondents indicated that their jobs are seen as 

challenging. 

 

There is no doubt that when employees see the contribution they make to the overall objectives of 

the Department, this will result in higher productivity and more motivated employees. 
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As far as the other findings are concerned, 8.9% of the respondents disagreed/strongly disagreed 

with this statement, while 14.4% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or 

interaction with their managers/supervisors at all, and as a result cannot comment objectively on 

this statement.  Regarding the 8.9% of the respondents who disagreed/strongly disagreed with this 

statement, this can again be attributed to the non-committal nature of their managers/supervisors 

to discuss anything relating to their work with them, thus their view in this regard. 

 

It is very important that employees see themselves as part of the Department.  They will then 

continue to act in the best interest of the Department and play an important role in motivating their 

colleagues as well as other staff members to the advantage of the stakeholders. 

 

RESULT 75: It always seems as if I have too much to do(Question B 75). 

The results indicate that 43.1% of the respondents agreed/strongly agreed that it would seem that 

the employees always have too much to do. This question is closely related to question B 71 

where 34.1% of the respondents indicated that the employees have too much work to do and 

cannot do everything well.  As was the case with question B 71, the findings here again indicate 

that only a small percentage of staff share this view.  Despite this small group of employees, it is 

important that the Department investigate the underlying reasons for this viewpoint and take steps 

to correct the problems.  If this does not happen, then as mentioned in question B 71, stress may 

occur resulting in health problems for the employees and ultimately absenteeism.  As far as the 

other findings are concerned, 27.1% of the respondents disagreed/strongly disagreed with this 

statement, while 29.8% of the respondents neither agreed nor disagreed with this statement.  For 

this last group of employees, who neither agreed nor disagreed with this statement, it might again 

be an indication that this group of employees either have very little contact or interaction with their 

managers/supervisors at all, and as a result, cannot comment objectively on this statement.  

Regarding the 27.1% of the respondents who disagreed/strongly disagreed with this statement, 

this is in line with the findings in question B 71, namely that these employees are of the opinion 

that their workload is acceptable and that they can cope with their jobs. 

 

Thus, too much work can cause stress, resulting in absenteeism and a drop in productivity.  The 

Department needs to avoid this type of situation at all costs, as it can spread to other sections of 

the Department. 
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RESULT 76: I will be promoted or given a better job if I perform especially well 

 (Question B 76). 
 
The results indicate that 26.6% of the respondents agreed/strongly agreed that the employees will 

be promoted or given a better job if they perform especially well. This positive view is shared by a 

very small percentage of the employees.  The finding is very serious indeed and indicates a great 

mistrust in the performance management system within the Department.  Thus, drastic action 

needs to be taken by the Department to correct this perception as soon as possible.  This finding is 

not surprising, especially when taking the findings in the following questions into consideration: 

 

Question B 33  ─  where 56.9% of the respondents indicated that the performance appraisals in 

the department help some employees more than others. 

 

Question B 36  ─  where 56.3% of the respondents indicated that the performance appraisals in 

the Department focus on numbers, not on growth. 

 

Question B 40  ─  where only 29.2% of the respondents indicated that the managers/supervisors 

and employees trust the performance appraisal process. 

 

Question B 44  ─  where only 16.7% of the respondents indicated that the performance appraisals 

are seen as fair by all. 

 

Question B 47  ─  where 47.4% of the respondents indicated that promotions are based on who 

you know, not what you know. 

 

Question B 50  ─  where 33.8% of the respondents indicated that mediocre performers in the 

Department are often rated high. 

 

Question B 57  ─  where 53.9% of the respondents indicated that good work brings recognition. 

 

Thus, from the above findings it is clear that the employees in the Department do not particularly 

have trust in the performance appraisal process within the Department.  This can lead to 

disgruntled employees as well as employees with low morale.  As indicated earlier, the Department 

must address this issue without delay. 

 

As far as the other findings are concerned, 44.6% of the respondents disagreed/strongly disagreed 

with this statement, while 28.8% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or 
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interaction with their managers/supervisors at all, and as a result, cannot comment objectively on 

this statement.  Regarding the 44.6% of the respondents who disagreed/strongly disagreed with 

this statement, this is in line with the findings discussed earlier in this section, namely that these 

employees are of the opinion that the performance appraisal system has serious shortcomings, 

and thus their view in this regard. 

 

As stated before, if the performance appraisal system does not instil confidence within the 

employees, it has serious problems.  Employees need to be treated in a fair and equitable manner, 

and when this does not happen, the Department will suffer with low productivity, morale, and also 

problems with the work ethics.  

 

RESULT 77: My job gives me the opportunity to use my own initiative(Question B 77). 

The results indicate that 61.6% of the respondents agreed/strongly agreed that the jobs of the 

employees give them the opportunity to use their initiative. This is a very positive finding.  It 

indicates that the Department has placed trust in its employees to use their own initiative when 

required.  Regarding the aspect of trust, Quick and Nelson (2011:396) state as follows: 

 

“Effective leaders understand both who to trust and how to trust.  At one extreme 

leaders often trust a close circle of advisors, listening only to them and gradually cutting 

themselves off from dissenting opinions.  At the opposite extreme, lone-wolf leaders 

may trust nobody leading to preventable mistakes.  Wise leaders however, carefully 

evaluate both the competence and the position of those they trust, seeking out a 

variety of opinions and input.” 

 

The finding here is not surprising, especially when taking the findings in the following questions into 

consideration: 

 

Question B 6  ─  where 42.8% of the respondents indicated that the managers/supervisors 

motivate the staff to develop and achieve their goals. 

 

Question B 22  ─  where 52.9% of the respondents indicated that the employees in the 

Department are held fully accountable for the end results they produce or fail to produce. 

 

Question B 23  ─  where 64.3% of the respondents indicated that the employees in the 

Department have a clear idea of what is expected of them in their roles. 
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Question B 70  ─  where 72.3% of the respondents indicated that the work employees do on their 

jobs is meaningful to them. 

 

Question B 73  ─  where 65.6% of the respondents indicated that their jobs were challenging. 

 

Question B 74  ─  where 76.7% of the respondents indicated that the employees feel that they are 

making a contribution to the overall objectives of the Department. 

 

From the above findings it is clear that the employees are given the opportunity to use their own 

initiative in their jobs.  This is very important as it empowers them to make important decisions 

within their own work environment. 

 

As far as the other findings are concerned, 17.2% of the respondents disagreed/strongly disagreed 

with this statement, while 21.2% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or 

interaction with their managers/supervisors at all, and as a result, cannot comment objectively on 

this statement.  Regarding the 17.2% of the respondents who disagreed/strongly disagreed with 

this statement this can again be attributed to the non-committal nature of their managers/ 

supervisors to discuss anything with them, and thus their view regarding this issue. 

 

Thus providing employees with the skills and authority to make decisions that traditionally are 

made by managers/supervisors creates trust amongst the employees and also builds a strong 

relationship within an organisation to the advantage of all stakeholders concerned. 

 

RESULT78: The Department ensures that policies and procedures are easy to understand 

(Question B 78). 
 
The results indicate that 55.8% of the respondents agreed/strongly agreed that the Department 

ensures that policies and procedures are easy to understand. Although the percentage of 

respondents sharing this view is still relatively small, this is a positive finding.  It is important that 

the Department investigates the reason for this low percentage and eliminates any barriers which 

might exist in this regard.  Without proper policies and procedures being freely available and easy 

to understand, the employees will not be able to operate efficiently and effectively.  This finding is 

not surprising especially when taking into consideration the findings in the following questions: 
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Question B 2  ─  where 50.8% of the respondents indicated that the Department’s needs and 

priorities are well communicated through the performance management process. 

 

Question B 11  ─  where 52.5% of the respondents indicated that the employees in the 

Department are in no doubt that it is performance that matters. 

 

Question B 12  ─  where 50.8% of the respondents indicated that poor performance is not 

tolerated in the Department. 

 

Question B 20  ─  where 53.4% of the respondents indicated that the employees in the 

Department are clear as to how their role links to the Department’s plans. 

 

Question B 21  ─  where 51.5% of the respondents indicated that the employees in the 

Department are clear as to how they could improve their performance. 

 

Question B 23  ─  where 64.3% of the respondents indicated that the employees in the 

Department have a clear idea of what is expected of them in their roles. 

 

Question B 25  ─  where 57% of the respondents indicated that the employees in the Department 

know how their performance is measured. 

 

Question B 35  ─  where 64.2% of the respondents indicated that job descriptions in the 

Department state the outcomes expected. 

 

Question B 57  ─  where 53.9% of the respondents indicated that good work brings recognition. 

 

Question B 77  ─  where 61.6% of the respondents indicated that their jobs give them the 

opportunity to use their own initiative. 

 

Thus, from the findings above, it is clear that the policies and procedures in the Department are 

easy to understand. 

 

As far as the other findings are concerned, 17.6% of the respondents disagreed/strongly disagreed 

with this statement, while 26.6% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 
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it might again be an indication that this group of employees either have very little contact or 

interaction with their managers/supervisors at all, and as a result cannot comment objectively on 

this statement.  Regarding the 17.6% of the respondents who disagreed/strongly disagreed with 

this statement, this can again be attributed to the non-committal nature of their managers/ 

supervisors to discuss anything relating to their work and in this case the policies and procedures 

used in the Department, thus their view in this regard. 

 

Having clear policies and procedures in the Department that are easy to understand is very 

important.  It will help the employees to execute their daily duties efficiently and effectively without 

running into problems. 

 

RESULT 79: Information about the Department’s policies, practices and procedures is easily 

available(Question B 79). 
 
The results indicate that 70% of the respondents agreed/strongly agreed that information about the 

Department’s policies, practices and procedures is easily available. This is a very positive finding 

and will also impact positively on the employees and their motivation, which will ultimately benefit 

the Department as well as other stakeholders.  This question is closely related to the previous 

question, question B 78. 

 

As far as the other findings are concerned, 9.1% of the respondents disagreed/strongly disagreed 

with this statement, while 20.9% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or 

interaction with their managers/supervisors at all, and as a result cannot comment objectively on 

this statement.  Regarding the 9.1% of the respondents who disagreed/strongly disagreed with this 

statement, this can again be attributed to the non-committal nature of their managers/supervisors 

to discuss anything relating to their work, in this instance, the availability of policies, practices and 

procedures in the Department, thus their view in this regard. 

 

Having clear policies, procedures, and practices are important.  However, not being able to 

accessthem easily can be problematic.  If policies, practices and procedures are to be 

implemented by all within the Department it is vital that access to them are easy and without any 

problems. 

 

RESULT 80:  Employees in the Department are rewarded according to their job 

performance (Question B 80). 
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The results indicate that 35.7% of the respondents agreed/strongly agreed that the employees in 

the Department are rewarded according to their job performance. This is a very low percentage 

and of great concern.  The Department needs to investigate this aspect without delay, as it can 

have a negative impact on the employees, and affect service delivery seriously.  Mondy and 

Mondy (2014:258) state as follows in this regard: 

 

“The objective of performance-based pay is to improve productivity by rewarding those 

who best assist in achieving this goal.  It is based on the assumption that given the 

proper incentives, most employees will work harder and smarter ….  An effective 

performance appraisal programme is a prerequisite for any pay system tied to 

performance.  Using this approach, workers would need to first have a clear 

understanding of what goals the organisation wanted them to achieve.  Then, based on 

the result of the performance appraisal, rewards would be forthcoming.” 

 

This finding is not surprising, especially when taking into consideration the findings in the following 

questions: 

 

Question B 14  ─  where only 35.1% of the respondents indicated that the measures used to 

monitor performance are the most appropriate for the role. 

 

Question B 24  ─  where 40.4% of the respondents indicated that the employees in the 

Department have a good understanding of how the appraisal review links to rewards. 

 

Question B 37  ─  where 40% of the respondents indicated that in the Department pay and 

performance are closely linked. 

 

Question B 40  ─  where only 29.2% of the respondents indicated that managers/supervisors, and 

employees, trust the performance appraisal process. 

 

Question B 44  ─  where only 16.7% of the respondents indicated that the performance appraisals 

are seen as fair by all. 

 

Question B 45  ─  where only 37.6% of the respondents indicated that the employees’ 

compensation is related to the results of the performance appraisals. 
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Question B 54  ─  where only 32.8% of the respondents indicated that the performance appraisals 

are handled in a professional manner. 

 

Question B 65  ─  where 40.3% of the respondents indicated that the employees’ performance 

rating presents an accurate picture of their actual job performance. 

 

Thus, from the findings above it is clear that the employees feel that they are not completely 

rewarded according to their performance.  This perception of the employees can impact negatively 

on the Department, and as stated earlier, needs to be addressed without delay. 

 

As far as the other findings are concerned, 37.8% of the respondents disagreed/strongly disagreed 

with this statement, while 26.5% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or 

interaction with their managers/supervisors at all, and as a result, cannot comment objectively on 

this statement.  Regarding the 37.8% of the respondents who disagreed/strongly disagreed with 

this statement, this is in line with the findings discussed earlier in this section, namely that the 

employees are of the opinion that there are problems with the accuracy of the performance 

appraisal system used and that the employees, as aresult of this, cannot be rewarded fairly 

according to their performance. 

 

There is no doubt that a performance appraisal system can only be effective if it is seen as fair and 

accurate by all employees.  If this is not the case, it will impact negatively on the employees and 

the Department. 

 

RESULT81: Employees in the Department generally trust one another and offer support 

(Question B 81). 
 
The results indicate that 32.2% of the respondents agreed/strongly agreed that the employees in 

the Department generally trust one another and offer support. This is a very small percentage of 

the employees and of great concern indeed.  The lack of trust among employees can lead to 

various problems within the Department such as a lack of co-ordination, low productivity, poor 

service delivery, no team spirit and higher levels of frustration and stress.  It is therefore important 

that the Department investigate the matter urgently.  Perhaps some workshops on team-building 

will be of some help as well.  This finding is also very interesting.  When looking at the findings for 

questions B 55 and B 56, it would appear that reasonably good working relationships exist with co-

workers (64.1% of the respondents), and that the working relationship with supervisors, are also 
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most enjoyable (50.9% of the respondents).  However, despite this positive view regarding these 

two issues, it would appear that this cannot be found when it comes to the aspect of trust between 

the employees.   

Regarding the issue of trust, André (2008:17) remarks: 

 

“Trust is not a commodity or a belief.  Rather, it is one characteristic of effective 

interpersonal processes. Thus, trust can be created, and it can be restored.  

Developing trust between individuals requires that both of them take responsibility for 

developing a variety of effective interpersonal practices, including relational and 

emotional skills.” 

 

Thus, trust is needed to create a healthy working relationship between employees.  If this is not 

forthcoming, the functioning between individuals, sections and departments, will be difficult if not 

impossible. 

 

As far as the other findings are concerned, 36.3% of the respondents disagreed/strongly disagreed 

with this statement, while 31.5% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or 

interaction with their managers/supervisors at all and as a result, cannot comment objectively on 

this statement.  Regarding the 36.3% of the respondents who disagreed/strongly disagreed with 

this statement, this can again be attributed to the non-committal nature of their 

managers/supervisors to discuss anything relating to their work, and in this case, even the aspect 

of trust, thus their view in this regard. 

 

It would therefore appear that although the working relationships with co-workers and supervisors 

are enjoyable, the employees generally do not trust one another, and are also not easily 

forthcoming with support.  This, as indicted earlier, is problematic and needs to be addressed 

without delay. 

 

RESULT82: Employees in the Department treat one another with dignity and respect 

(Question B 82). 
 
The results indicate that 39.9% of the respondents agreed/strongly agreed that the employees in 

the Department treat one another with dignity and respect.As was the case in the previous 

question with trust (question B 81), the percentage of employees holding this view is again very 

low, and a matter of great concern.  Having this type of climate in the Department can lead to 
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numerous problems such as poor service delivery, continuous disagreements among staff and also 

high levels of stress and complaints.  The Department needs to investigate this urgently to 

establish the underlying reasons for this behaviour within the Department.  Perhaps the 

Department should also hold a number of workshops addressing these issues as soon as possible.  

This finding is not surprising, especially when taking into consideration the findings in question B 

58, where only 46.7% of the respondents indicated that a spirit of respect for others exist in the 

Department.  As this statement was not very clear, this could have referred to the general public as 

a whole, and not necessary only within the Department itself. 

 

As far as other findings are concerned, 27.2% of the respondents disagreed/strongly disagreed 

with this statement, while 32.9% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or 

interaction with their managers/supervisors at all, and as a result cannot comment objectively on 

this statement.  Regarding the 27.2% of the respondents who disagreed/strongly disagreed with 

this statement, this can again be attributed to the non-committal nature of their managers/ 

supervisors to discuss anything relating to their work, and in this case, even the aspect of dignity 

and respect, thus their view in this regard. 

 

If organisations and also the Department want to function in harmony, there needs to be dignity 

and respect for each other amongst the employees.  If this is not forthcoming, serious relationship 

issues will exist to the detriment of both the Department, as well as the employees.   

 

RESULT83: I am satisfied with my opportunity for growth and development (Question B 83). 
 
The results indicate that 42.3% of the respondents agreed/strongly agreed that the employees are 

satisfied with their opportunities for growth and development.This is a very low percentage and of 

great concern.  There is no doubt that opportunities for growth and development impacts positively 

on staff retention.  Employees will feel that they can move ahead, and not stagnate.  Also, their 

development, which should go hand-in-hand with the employees’ growth, is important in terms of 

motivation and job satisfaction.  It is suggested that the Department should develop a proper 

career management programme for its employees, should it be lacking at present, or if such a 

programme does exist, to determine the reasons why it is not working satisfactorily.  Mondy and 

Mondy (2014:29) remark as follows in this regard: 

 

“Training is designed to provide learners with the knowledge and skills needed for their 

present jobs, while development involves learning that goes beyond today’s job, and 
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has a more long-term focus.  On the other hand, career development, is a formal 

approach used by the organisation to ensure that people with proper qualifications and 

experiences, are available when needed.” 

 

This finding is not surprising, especially when taking into consideration the findings in the following 

questions: 

 

Question B 3  ─  where only 34.5% of the respondents indicated that regular discussions are held 

with their managers/supervisors about their personal development. 

 

Question B 29  ─  where 49% of the respondents indicated that the Department has a 

development programme to improve skills. 

 

Question B 62  ─  where only 31.9% of the respondents indicated that they discuss things they 

need to do for their career development with their managers/supervisors. 

 

Question B 69  ─  where 32% of the respondents indicated that they did not have enough training 

to do their jobs well. 

 

From the above findings it would appear that the managers/supervisors are not too concerned 

about their employees’ growth and development, and these attitudes will have to be addressed as 

mentioned earlier, if any progress is to be made in this regard. 

 

As far as the other findings are concerned, 32.5% of the respondents disagreed/strongly disagreed 

with this statement, while 25.2% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or 

interaction with their managers/supervisors at all, and as a result, cannot comment objectively on 

this statement.  Regarding the 32.5% of the respondents who disagreed/strongly disagreed with 

this statement, this can again be attributed to the non-committal nature of their managers/ 

supervisors to discuss anything relating to their work, and in this case, even the aspect of their 

growth and development, thus their view in this regard. 

 

Growth and development form an integral part of all employees’ well-being, and thus needs to 

receive the appropriate attention.  It would appear that this commitment is lacking within the 

Department at this stage. 



 

 

176 

 

 

RESULT84: I believe that my career aspirations can be achieved in the Department

 (Question B 84). 
 
The results indicate that 44.7% of the respondents agreed/strongly agreed that the employees can 

achieve their career aspirations in the Department. This is a very low percentage of employees, 

and is a matter of great concern.  This finding is not surprising as this question is closely related to 

the previous question (question B84), where a similar result was obtained.  It is clear that the 

Department needs to create the opportunity for the staff to grow and realise their career 

aspirations.  If this can be achieved, it will impact greatly on service delivery. 

 

As far as the other findings are concerned, 26.6% of the respondents disagreed/strongly disagreed 

with this statement, while 28.7% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or 

interaction with their managers/supervisors at all, and as a result, cannot comment objectively on 

this statement.  Regarding the 26.6% of the respondents who disagreed/strongly disagreed with 

this statement, this can again be attributed to the non-committal nature of their managers/ 

supervisors to discuss anything relating to their work, and in this case even the aspect of the 

employees’ career aspirations, thus their view in this regard. 

 

Thus, addressing the career aspirations of the employees will not only be to the advantage of the 

employees, but also to the Department resulting in happy, motivated employees, and improved 

service delivery. 

 

RESULT 85:  I am clear about what I need to do and how my job performance will be 

evaluated (Question B 85). 
 
The results indicate that 62.4% of the respondents agreed/strongly agreed that the employees are 

clear about what they need to do and how their job performance will be evaluated. Although this is 

a positive finding, the Department still has to do a lot to improve the percentage of employees to a 

more acceptable level.  Perhaps the use of posters, indicating the role of the performance 

appraisals, and the overall goals of the Department, can be considered.  This finding is not 

surprising, especially when taking into consideration the findings in the following questions: 

 

Question B 2  ─ where 50.8% of the respondents indicated that the department’s needs and 

priorities are well communicated through the performance management process. 
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Question B 10  ─  where 44.7% of the respondents indicated that the employees in the 

Department receive feedback on how they are performing against targets. 

 

Question B 11  ─  where 52.5% of the respondents indicated that the employees are in no doubt 

that it is performance that matters. 

 

Question B 19  ─  where 47.5% of the respondents indicated that the employees, together with 

their managers/supervisors agree on their performance targets. 

 

Question B 23  ─  where 64.3% of the respondents indicated that the employees have a clear 

idea of what is expected of them in their roles. 

 

Question B 35  ─  where 56.3% of the respondents indicated that the job descriptions in the 

Department state the outcomes expected. 

 

Question B 79  ─  where 70% of the respondents indicated that information about the 

Department’s policies, practices and procedures is easily available. 

 

Thus, from the findings above, the employees are clear about what they need to do, and how their 

performance will be evaluated. 

 

As far as the other findings are concerned, 15.3% of the respondents disagreed/strongly disagreed 

with this statement, while 22.3% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees, who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or 

interaction with their managers/supervisors at all, and as a result, cannot comment objectively on 

this statement.  Regarding the 15.3% of the respondents who disagreed/strongly disagreed with 

this statement, this can again be attributed to the non-committal nature of their managers/ 

supervisors to discuss anything relating to their work in this case regarding what they need to do 

and how their performance will be evaluated, thus their view in this regard. 

 

Knowing what is expected within one’s job is important, as it can impact on service delivery.  Also 

how the performance will be evaluated, is just as important, as it will help the individual to focus 

more on specific aspects while performing the job. 
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RESULT 86: I have adequate knowledge of the Department’s vision, mission, values and 

objectives(Question B 86). 
 
The results indicate that 83.6% of the respondents agreed/strongly agreed that the employees 

have adequate knowledge of the Department’s vision, mission, values and objectives. Such a high 

percentage obtained, is a very positive finding.  Thus, the employees in the Department have no 

doubt in which direction the Department is moving.  This finding is not surprising, especially when 

taking into consideration the findings in question B 2, where 50.8% of the respondents indicated 

that the Department’s needs and priorities are well communicated through the performance 

management process. 

 

As far as the other findings are concerned, 4.5% of the respondents disagreed/strongly disagreed 

with this statement, while 11.9% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or 

interaction with their managers/supervisors at all and as a result, cannot comment objectively on 

this statement.  Regarding the 4.5% of the respondents who disagreed/strongly disagreed with this 

statement, this can again be attributed to the non-committal nature of their managers/supervisors 

to discuss anything relating to their work, and in this case, the Department’s vision, mission, values 

and objectives, thus their view in this regard. 

 

It is important for the employees to know what the future goals, values and objectives of the 

Department are, it will help them to stay focussed when executing their duties. 

 

RESULT 87: I can see a clear link between my work and the Department’s objectives 

(Question B 87). 
 
The results indicate that 73.1% of the respondents agreed/strongly agreed that the employees can 

see a clear link between their work and the Department’s objectives. This is a very positive finding.  

This question is closely related to the previous question (question B 86).  For employees to be 

motivated and achieve high levels of productivity it is absolutely essential that they see the 

connection between their work and the objectives of the Department.  This finding is not surprising, 

especially when taking into consideration the findings in question B 20, where 53.4% of the 

respondents indicated that the employees in the Department are clear as to how their role links to 

the Department’s plans. 
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As far as the other findings are concerned, 7.2% of the respondents disagreed/strongly disagreed 

with this statement, while 19.7% of the respondents neither agreed nor disagreed with this 

statement.  For this last group of employees who neither agreed nor disagreed with this statement, 

it might again be an indication that this group of employees either have very little contact or 

interaction with their managers/supervisors at all, and as a result, cannot comment objectively on 

this statement.  Regarding the 7.2% of the respondents who disagreed/strongly disagreed with this 

statement, this can again be attributed to the non-committal nature of their managers/supervisors 

to discuss anything relating to their work, and in this case, the link between the employees’ work 

and the Department’s objectives, thus their view in this regard. 

 

It is important that the employees know that the work which they perform, make a contribution to 

the Department’s objectives.  Should this not be the case, it will lead to demotivated employees, 

leading ultimately to lower productivity levels and a negative impact on service delivery and this 

must be avoided at all costs. 

 

 

5.3.1 DIFFERENCES BETWEEN THE RESPONSES OF THE DEPARTMENT OF LABOUR’S EMPLOYEES 

FROM THE THREE PROVINCES WITH REGARD TO THEIR PERCEPTION OF CURRENT 

PERFORMANCE MANAGEMENT PRACTICES 

 

The Kruskal-Wallis test was used to test for statistical significant differences between the 

employees from the three different Provinces, defined in table 5.1 below, with regard to the 

employees’ perception on performance management practices within the Department of Labour. 

 

TABLE 5.1: Codes for province grouping. 

Province name Group number 

Gauteng 1 

Mpumalanga 2 

Limpopo 3 

 

The Kruskal-Wallis test is a non-parametric method used to compare the medians of three or more 

independent samples. 

 

The results of the Kruskal-Wallis tests are tabled below. Only statistically significant statements, at 

the 5 percent level of significance, are shown.    
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5.3.2 THE IMPACT OF “YEARSOF WORKINGEXPERIENCE”OF EMPLOYEEGROUPSWITHIN THE 

DEPARTMENT OF LABOUR ON THEIR PERCEPTION OF CURRENT PERFORMANCE MANAGEMENT 

PRACTICES 

 

The Kruskal-Wallis test was used to test for statistical significant differences between the employee 

groups defined in table 5.3 below, with regard to their perception of performance management 

practices within the Department of Labour. 

. 

TABLE 5.3: Number of years working at the Department of Labour. 

Group Number of years 

1 Less than 1 year 

2 1 - 3 years 

3 4 - 6 years 

4 7 years and more 

 

The Kruskal-Wallis test is a non-parametric method used to compare the medians of three or more 

independent samples. 

 

The results of the Kruskal-Wallis tests are tabled below. Only statistically significant statements, at 

the 5 percent level of significance, are shown. 
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5.4 SECTION C OF THE QUESTIONNAIRE: GENERAL COMMENTS 

 

Although the questionnaire made provision for the respondents to provide additional comments in 

section C, fewer than 20 respondents provided comments. As the comments related mostly to the 

issues discussed earlier in the chapter,itwas decided not to record them here. 

 

 

5.5 SUMMARY 

 

In this chapter the data were analysed statistically and discussed. Section A of the questionnaire 

focused on the biographical information of the respondents, while section B focused on 

performance management practices within the Department of Labour. Issues also addressed here 

included the differences between the Department of Labour’s employees from the three provinces 

with regard to their perception on current performance management practices and the impact of 

“Years of working experience”within the Department of Labour on the employees’ perception of 

current performance management practices. 

 

In the next section, section E (chapter 6), a summary of the findings will be provided and 

recommendations made. 
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CHAPTER 6 

SUMMARY, RECOMMENDATIONS AND  

LIMITATIONS OF THE STUDY 

 

 

6.1 INTRODUCTION 

 

The Performance Management System (PMS) is not a stand-alone tool. It is one of a group of 

strategic management tools used by organisations to evaluate staff performance and progress 

made in relation to the goals set by the organisation. Performance standards are used to measure 

the targets agreed upon beforehand between the employer and the employees. A PMS is a 

continuous process implemented by the organisation to improve service delivery (Layton, 

2002:26). 

 

The PMS was introduced in South Africaduring the last two decades to alignemployees’ 

performance and organisational needs and to ensure that efforts are not only sustained and 

improved, but also that the required results at every level of the organisation are achieved. A 

number of factors can, however, influence staff performance, such as:the monetary value attached 

to good performance, the attitudes of supervisors who assess the subordinates, the recognition of 

staff, and also the willingness of the staff to accept change.  

 

Effective performance management assists the organisation in making strategic decisions on 

performance, training and development, staffing and placement, and also provides a basis for the 

compensation of staff. Performance Management Systems typically include performance 

appraisals and employee development actions. They are regarded as being at the centre stage of 

the field of human resource management within an organisation.  

 

 

6.2 AIM AND OBJECTIVES OF THIS STUDY 

 

One of the biggest challenges facing the South African Government after the first democratic 

elections in April 1994, was to enact legislation, especially labour legislation, with a view to 

normalising the racially-based work environment (Venter & Levy, 2011:48).  Numerous labour laws 

were passed to address the wrongs (see Appendix A).  The task to draw up and oversee the 
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implementation of these Laws was given to the new Department of Labour (DOL).  As a result of 

the severe legacy of the racially based legislation passed before 1994, this was no mean task. 

 

As Government Departments are people intensive, they rely heavily on the performance of their 

employees for the delivery of their mandate to the community they serve.  It is thus of utmost 

importance that the performance of their employees is managed appropriately, in particular, to 

identify and address poor performance.  It would appear that the poor service delivery experienced 

in the country, especially from Government Departments, can be directly related to problems which 

exist with the present Performance Management System (PMS). 

 

Because of the important role the Department of Labour plays within the labour environment within 

South Africa, it was decided to appraise the performance management practices within the 

Department as it impacts on the performance of its employees.  For the managers/supervisors, this 

will have the advantage of helping them to identify the necessary interventions needed to eliminate 

the gaps in the employees’ performance, while in the case of the employees, this will enable them 

to improve their performance by identifying barriers/obstacles in this regard. 

 

To achieve this aim, the following objectives for this study was set, namely to: 

 

• analyse and explore the concept “performance management”. 

 

• explore the literature through a theoretical analysis, to identify the individual components of the 

performance management process, 

 

• design an instrument (questionnaire) to measure the perceptions of the employees with regard 

to the different performance management practices within the Department of Labour,  and 

 

• provide valid and sensitive information to the Department to assist in the development of 

strategies with a view to improve the performance within the Department. 

 

 

6.3 SCOPE OF THE STUDY 

 

Although the Department of Labour operates in all nine provinces of South Africa, it was decided , 

owing to time and money constraints, to focus on only three provinces in South Africa, namely 

Gauteng, Mpumalanga and Limpopo.  With regard to Gauteng, although the smallest province of 
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the three measured in land size (it is only18 178 km² in extent), it is the most populated province in 

South Africa, with almost 616 people per km².  Its total population is 11.19 million.  It is also the 

most economically active province, which is why it has been included in this study 

(http://www,mediaclubSouthAfrica.com - accessed on 9 January 2013. 

 

In contrast, Limpopo is one of the largest provinces:  it has a land size of 125 755 km² and a 

population of 5.44 million or 43 people per km².   

 

The final province included in this study is that of Mpumalanga.  The dimensions of this province 

differ totally from the other two.  In respect of its land area, it is only 76 495 km² in extent, and has 

a relatively small population of 3.62 million or 47 people per km².   

 

The three provinces therefore have very different profiles and can contextually be classified as 

small, medium and large (http://www.mediaclubSouthAfrica.com – accessed on 9 January 2013). 

 

It was for this reason that it was decided to include these provinces in this study.  As it was 

furthermore not possible to include all the staff members within these provinces in the survey, it 

was decided to include staff members from salary level 7 up to salary level 14.  This was decided 

as they are the more senior staff in the Department and from their years of service would therefore 

be best equipped to answer the questionnaire. 

 

 

6.4 QUESTIONNAIRES SENT OUT AND RETURNED 

 

A total of 786 questionnaires were sent out on 4 January 2011 via external mail to the respondents 

(Limpopo 175, Gauteng 437 and Mpumalanga 174).  The respondents were requested to return 

the questionnaires no later than 30 January 2011.  On 22 January 2011 follow-up letters were sent 

to the respondents to encourage them to complete the questionnaires and return them on or before 

the due date.  A total of 373 questionnaires was finally received by mid-February 2011, resulting in 

a response rate of 47.5 percent (Limpopo 118, Gauteng 176 and Mpumalanga 79). 

 

Upon the receipt of the questionnaires, each questionnaire was edited to identify omissions, 

ambiguities and errors in the responses.  Illegible or missing answers were coded as “missing”.  

This simplified the data analysis, but it did not distort any interpretations of the data.  Once the 

questionnaires were edited, the information was coded by a company specialising in the coding of 

questionnaires.  A statistical software programme (SPSS) was used to analyse the data. 
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6.5 THE FINDINGS OF THE STUDY 

 

In this section the findings for the three sections of the questionnaire (sections A, B and C) are 

reported. 

 

6.5.1 SECTION A OF THE QUESTIONNAIRE: BIOGRAPHICAL INFORMATION 

 

An analysis of the biographical data in section A of the questionnaire revealed some interesting 

information (see table 6.1). 

 

TABLE 6.1: Section A of the questionnaire: Analysis of biographical information. 

Item Findings 

Gender (Question A 1) 

373 Questionnaires were completed by a total of 206 females 

(55.2%) and 167 males (44.8%) employees. The sample is 

representative of the gender distribution within the Department, 

namely 55.2% female and 44.8% males. 

Highest educational qualification  

(Question A 2) 

The results reveal that the Department, as far as possible, employ 

qualified people. Of the respondents, only 3.5% have lower than 

Std. 10/Grade 12;27% have matric; 10.6% have obtained a 

Certificate (1 year); and 27.4% have a 3-year Diploma. A total of 

19.5% of the respondents have a Bachelor’s Degree, 9.8% have an 

Honours degree and 1.4% have either a Masters or Doctoral 

degree, while 0.8%have another qualification.  

Employment status  

(Question A 3) 

All the respondents (98.4%) are permanent full-time employees, 

while a number of the respondents (1.3%) are permanent part time. 

Only 0.3% of the respondents are on a fixed-term contract. Thus, 

the Department has a very stable workforce. 

Age (Question A 4) 

A major portion of the respondents (42.4%) are between the ages 

of 31-40 years, reflecting a relatively young workforce. Furthermore, 

27.1% are between the ages of 41-50. Thus, there is a very good 

spread iro of the age groupings within the Department. 

Number of years in present 

position (Question A 5) 

The results indicate that 36.7% of the respondents have been 

employed in the same position for more than 7 years, followed by 

23.2% of the respondents that have been employed in the same 

position for a period ranging between 4-6 years. As is the case with 

all hierarchical organisations, positions tend to become fewer the 

higher a person progresses. However, if no incentive other than 

promotion is provided, the staff may become frustrated with their 

situation, which could impact negatively on service delivery. 
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TABLE 6.1: Section A of the questionnaire: Analysis of biographical information (continued). 

Item Findings 

Tenure at the Department of 

Labour (Question A 6) 

The majority of the respondents (59.9%) had worked for the 

Department of Labour for more than 4 years. The results show a 

high level of staff retention within the Department.  

Current job level in the 

Department of Labour  

(Question A 7) 

The majority of the respondents (81.4%) indicated that their job 

level was below that of an Assistant Director’s position, 17.5% of 

the respondents held the position of Assistant Director, while 1.1% 

found themselves at the Chief Director or higher level. This spread 

is typical of a hierarchical structure which is commonly found in 

organisations. Thus, for a hierarchical organisation the Department 

has an acceptable spread between junior and senior staff members.  

Province (Question A 8) 

The respondents had to indicate in which province they are 

working. The distribution of the respondents is as follows: 46.6% 

from Gauteng (176 respondents), 21.4% from Mpumalanga (79 

respondents) and 32% from Limpopo (118 respondents). As 

Gauteng is the most populated province in South Africa, the 

Department of Labour also has the most employees working here.  

Thus, the spread of the respondents between the three provinces 

is, in relation to their staff numbers, and is thus acceptable. 

 

 

6.5.2 SECTION B OF THE QUESTIONNAIRE:PERFORMANCE MANAGEMENT PRACTICES 

 

This section outlines the different responses per question for Section B of the Questionnaire. The 

questions focused on the Performance Management Practices in the Department of Labour. 

 

Please note that the medium grey areas indicate the views of the majority of the respondents for a 

specific statement. 

 

TABLE 6.2: Section B of the questionnaire: Employees’ responses to performance management 

practices in the Department of Labour. 

No. Question 

% 

Agree / 

Strongly 

agree 

% 

Neither 

agree nor 

disagree 

% 

Disagree / 

Strongly 

disagree 

% 

No 

Response 

B 1 

As a result of my last review 

discussion, I felt motivated to 

improve my performance. 

54.8 21.3 23.9 0.3 

 



 

 

215 

 

TABLE 6.2: Section B of the questionnaire: Employees’ responses to performance management 

practices in the Department of Labour (continued). 

No. Question 

% 

Agree / 

Strongly 

agree 

% 

Neither 

agree nor 

disagree 

% 

Disagree / 

Strongly 

disagree 

% 

No 

Response 

B 2 

The Department’s needs and 

priorities are well 

communicated through the 

performance management 

process. 

50.8 18.6 30.6 0.3 

B 3 

Regular discussions are held 

with my manager/supervisor 

about my personal 

development. 

34.5 21.3 44.2 0.5 

B 4 
In my last review I was given 

the chance to say everything I 

wanted. 

43.5 20.1 36.4 0.8 

B 5 

Managers/supervisors in the 

Department have a good 

understanding of their 

employees’ jobs. 

45.4 23.7 30.9 0.3 

B 6 

Managers/supervisors in this 

Department motivate staff to 

develop and achieve their 

goals. 

42.8 25.5 31.7 0.3 

B 7 

Managers/supervisors in the 

Department tell employees 

when they are doing a good 

job. 

42.2 23.9 33.9 0.3 

B 8 

Monitoring standards of 

performance is a regular 

management duty in the 

Department. 

50.6 20.9 28.5 0.3 

B 9 
My manager coaches me to 

improve my performance. 
41.6 25.4 33 0.5 
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TABLE 6.2: Section B of the questionnaire: Employees’ responses to performance management 

practices in the Department of Labour (continued). 

No. Question 

% 

Agree / 

Strongly 

agree 

% 

Neither 

agree nor 

disagree 

% 

Disagree / 

Strongly 

disagree 

% 

No 

Response 

B 10 

Employees in the Department 

receive feedback on how they 

are performing against 

targets. 

44.7 20.6 34.7 0.3 

B 11 
Employees in the Department 

are in no doubt that it is 

performance that matters. 

52.5 21.6 25.9 0.5 

B 12 
Poor performance is not 

tolerated in this Department. 
50.8 23.4 25.8 0.3 

B 13 

The performance 

management system in the 

Department focuses on 

career development. 

29.5 30 40.5 0 

B 14 

The measures used to 

monitor performance are the 

most appropriate for the role. 

35.1 33.3 31.6 0 

B 15 

The measures used to 

monitor performance in the 

Department are clearly linked 

to the Department’s 

objectives. 

51.5 30.8 17.7 0 

B 16 

The Department provides 

sufficient time and resources 

for the performance 

management process. 

35.1 26.5 38.4 0.3 

B 17 

The performance 

management process allows 

us to give managers feedback 

on their performance. 

28.2 29.7 42.1 0 

B 18 

The performance 

management system is linked 

to producing suitable  

long-term performance. 

41.9 33.9 24.2 0 
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TABLE 6.2: Section B of the questionnaire: Employees’ responses to performance management 

practices in the Department of Labour (continued). 

No. Question 

% 

Agree / 

Strongly 

agree 

% 

Neither 

agree nor 

disagree 

% 

Disagree / 

Strongly 

disagree 

% 

No 

Response 

B 19 

Employees in the Department 

agree together on their 

performance targets with their 

immediate 

manager/supervisor. 

47.5 23.2 29.3 0 

B 20 

Employees in the Department 

are clear as to how their role 

links to the Department’s 

plans. 

53.4 28.6 18 0 

B 21 

Employees in the Department 

are clear as to how they could 

improve their performance. 

51.5 25 23.4 0.3 

B 22 

Employees in the Department 

are held fully accountable for 

the end results they produce 

or fail to produce. 

52.9 24 23.1 0.3 

B 23 

Employees in the Department 

have a clear idea of what is 

expected of them in their 

roles. 

64.3 17.4 18.3 0.3 

B 24 

Employees in the Department 

have a good understanding of 

how the appraisal review links 

to rewards. 

40.4 26.8 32.8 0.3 

B 25 

Employees in the Department 

know how their performance 

is measured. 

57 19.1 23.9 0.3 

B 26 

Employees in the Department 

receive constructive feedback 

on their performance. 

35.2 29.3 35.5 0.3 

B 27 
The Department focuses on 

achieving measurable targets. 
56.1 23.9 20 0.5 

B 28 
This Department focuses on 

raising personal capability. 
35.3 35 29.7 0.5 
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TABLE 6.2: Section B of the questionnaire: Employees’ responses to performance management 

practices in the Department of Labour (continued). 

No. Question 

% 

Agree / 

Strongly 

agree 

% 

Neither 

agree nor 

disagree 

% 

Disagree / 

Strongly 

disagree 

% 

No 

Response 

B 29 

The Department has a 

development programme to 

improve skills. 
49 29.4 21.6 0.5 

B 30 

The Department insists on 

high quality work from its 

employees. 

66.2 20.4 13.4 0.3 

B 31 
Managers/supervisors in the 

Department determine the 

work goals of employees. 

53.1 28.2 18.7 0 

B 32 

Performance appraisals do not 

involve the Department’s 

goals. 

24.5 42.9 32.6 0.3 

B 33 
Performance Appraisals in the 

Department help some 

employees more thanothers. 

56.9 30.7 12.4 0 

B 34 

Employees in the Department 

are rated by more than one 

person. 

53.1 25.9 21 0.5 

B 35 
Job descriptions in the 

Department state the 

outcomes expected. 

64.2 25 10.8 1.1 

B 36 

The performance appraisals in 

the Department focus on 

numbers not on growth. 

56.3 32.7 11 0.5 

B 37 
In this Department, pay and 

performance are closely 

related. 

40 29.7 30.3 0.8 

B 38 

Performance appraisals in the 

Department focus on 

achieving the Department’s 

goals. 

52.8 32.6 14.6 1.3 

B 39 
Employees in the Department 

are matched to jobs that use 

their skills. 

32.2 29.9 37.9 0.3 



 

 

219 

TABLE 6.2: Section B of the questionnaire: Employees’ responses to performance management 

practices in the Department of Labour (continued). 

No. Question 

% 

Agree / 

Strongly 

agree 

% 

Neither 

agree nor 

disagree 

% 

Disagree / 

Strongly 

disagree 

% 

No 

Response 

B 40 

Managers/supervisors and 

employees trust the 

performance appraisal 

process. 

29.2 30.5 40.3 0.8 

B 41 
Managers/supervisors talk 

about performance once a 

year. 

34.2 22.5 43.3 1.1 

B 42 

Career planning is seen as 

separate from performance 

appraisals in the Department. 

51.7 29.7 18.6 0.5 

B 43 
The performance appraisals 

show employees how they can 

improve. 

42.3 27.1 30.6 1.9 

B 44 
Performance appraisals are 

seen as fair by all. 
16.7 24.8 58.5 0.5 

B 45 
The employees’ compensation 

is related to the results of the 

performance appraisals. 

37.6 31 31.4 0.8 

B 46 

In the Department, 

managers/supervisors are 

reluctant to be frank with 

people. 

45.4 34.9 19.7 0.8 

B 47 
In this Department, promotions 

are based on who you know, 

not what you know. 

47.4 28.2 24.4 0.5 

B 48 

Employees who are mediocre 

performers are clearly 

identified. 

29.7 45.7 24.6 0.5 

B 49 
Employees receive 

performance feedback at 

review time. 

49 28.2 22.7 0.5 

B 50 

Mediocre performers in the 

Department are often rated 

high. 

33.8 46.7 19.5 0.8 
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TABLE 6.2: Section B of the questionnaire: Employees’ responses to performance management 

practices in the Department of Labour (continued). 

No. Question 

% 

Agree / 

Strongly 

agree 

% 

Neither 

agree nor 

disagree 

% 

Disagree / 

Strongly 

disagree 

% 

No 

Response 

B 51 
Two-way communication is 

encouraged in the 

Department. 

46.6 27.8 25.6 0.5 

B 52 

There is regular direct person-

to-person contact between 

managers/supervisors and 

employees. 

45.8 28 26.2 0.5 

B 53 
People are given an 

opportunity to participate in 

decisions that affect them. 

32.8 29.3 37.9 0.3 

B 54 

Performance appraisals are 

handled in a professional 

manner. 

32.8 32 35.2 0.3 

B 55 
Working relationships with  

co-workers are enjoyable. 
64.1 23.6 12.3 0 

B 56 
Working relationships with 

supervisors are enjoyable. 
50.9 27.5 21.6 0.8 

B 57  Good work brings recognition. 53.9 24.1 22 0 

B 58 
A spirit of respect for others 

exists in our Department. 
46.7 28.8 24.5 0.3 

B 59 
Employees take pride in their 

work. 
41.2 33 25.8 0.3 

B 60 
Materials necessary to do my 

job are provided. 
38.4 24.1 37.5 0 

B 61 
Employees are proud of their 

Department. 
39.2 34.7 26.1 0.3 

B 62 

My manager/supervisor and I 

discuss things that I need to 

do for my career development. 

31.9 24.8 43.3 0.3 
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TABLE 6.2: Section B of the questionnaire: Employees’ responses to performance management 

practices in the Department of Labour (continued). 

No. Question 

% 

Agree / 

Strongly 

agree 

% 

Neither 

agree nor 

disagree 

% 

Disagree / 

Strongly 

disagree 

% 

No 

Response 

B 63 
My manager/supervisor helps 

me solve work-related 

problems. 

56.2 23.1 20.7 0.3 

B 64 

My manager/supervisor 

demands that subordinates 

deliver high quality work. 

66 21 13 0.5 

B 65 

My performance rating 

presents an accurate picture 

of my actual job performance. 

40.3 26.4 33.3 0.8 

B 66 

My manager/supervisor sets 

clear goals for me in my 

present job. 

48.8 27.6 23.6 0 

B 67 

My manager/supervisor asks 

my opinion when a problem 

related to my work arises. 

56.6 21.6 21.8 0.5 

B 68 

My performance appraisal 

takes into account the most 

important parts of my job. 

47.7 30.2 22.1 0.5 

B 69 
I do not have enough training 

to do my job well. 
32 25 43 0.3 

B 70 
The work I do on my job is 

meaningful to me. 
72.3 15.4 12.3 0.3 

B 71 
I have too much work to do 

and cannot do everything well. 
34.1 28.5 37.4 0.3 

B 72 
I have all the skills I need in 

order to do my job. 
58.4 19.3 22.3 0.3 

B 73 My job is challenging. 65.6 18.8 15.6 0.3 

B 74 

I feel that I am making a 

contribution to the overall 

objectives of my Department. 

76.7 14.4 8.9 0 
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TABLE 6.2: Section B of the questionnaire: Employees’ responses to performance management 

practices in the Department of Labour (continued). 

No. Question 

% 

Agree / 

Strongly 

agree 

% 

Neither 

agree nor 

disagree 

% 

Disagree / 

Strongly 

disagree 

% 

No 

Response 

B 75 
It always seems as if I have 

too much to do. 
43.1 29.8 27.1 0 

B 76 

I will be promoted or given a 

better job if I perform 

especially well. 

26.6 28.8 44.6 0.3 

B 77 

My job gives me the 

opportunity to use my own 

initiative. 

61.6 21.2 17.2 0.3 

B 78 

The Department ensures that 

policies and procedures are 

easy to understand. 

55.8 26.6 17.6 0.5 

B 79 

Information about the 

Department’s policies, 

practices and procedures is 

easily available. 

70 20.9 9.1 0 

B 80 

Employees in the Department 

are rewarded according to 

their job performance. 

35.7 26.5 37.8 0 

B 81 

Employees in the Department 

generally trust one another 

and offer support. 

32.2 31.5 36.3 0.8 

B 82 

Employees in the Department 

treat one another with dignity 

and respect. 

39.9 32.9 27.2 0.5 

B 83 

I am satisfied with my 

opportunity for growth and 

development. 

42.3 25.2 32.5 0 

B 84 

I believe that my career 

aspirations can be achieved in 

the Department. 

47.7 28.7 26.6 0.3 

B 85 

I am clear about what I need 

to do and how my job 

performance will be evaluated. 

62.4 22.3 15.3 0.3 
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TABLE 6.2: Section B of the questionnaire: Employees’ responses to performance management 

practices in the Department of Labour (continued). 

No. Question 

% 

Agree / 

Strongly 

agree 

% 

Neither 

agree nor 

disagree 

% 

Disagree / 

Strongly 

disagree 

% 

No 

Response 

B 86 

I have adequate knowledge of 

the Department’s vision, 

mission, values and 

objectives.  

83.6 11.9 4.5 0.3 

B 87 

I can see a clear link 

betweenmy work and the 

Department’s objectives. 

73.1 19.7 7.2 0.3 

 

Apart from the frequencies reported above, it was also necessary to obtain further information 

regarding the views within the three individual Provinces pertaining to the performance 

management issues. For this purpose, the Kruskal-Wallis test was used, and only the statistically 

significant statements, at the 5 percent level of significance, are reported below. The grey areas 

indicate the highest mean ranks obtained by a specific Province, meaning that the province agrees 

the most with the statement, whereas the lower mean ranks, indicate that the provinces agree the 

least with the statement. 

 

TABLE 6.3: Differences between the responses of the Department of Labour’s employees from 

the three provinces with regard to their perception of current performance 

management practices. 

 
KEY *:  G =Gauteng  /  M = Mpumalanga  /  L = Limpopo 

Item p-Value 
MEAN RANK 

G* M* L* 

The Department’s needs and priorities are 

well communicated through the 

performance management 

process.(Question B 2). 

0.001 164.87 210.70 197.14 

Regular discussions are held with my 

manager/supervisor about my personal 

development. 

(Question B 3). 

0.007 175.85 216.97 175.64 

Managers/supervisors in the Department 

have a good understanding of their 

employees’ jobs. 

(Question B 5). 

0.009 167.60 209.71 186.24 
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TABLE 6.3: Differences between the responses of the Department of Labour’s employees from 

the three provinces with regard to their perception of current performance 

management practices (continued). 

 

KEY *:  G  =  Gauteng  /  M  =  Mpumalanga  /  L  =  Limpopo 

Item p-Value 
MEAN RANK 

G* M* L* 

Managers/supervisors in this Department 

motivate staff to develop and achieve their 

goals. 

(Question B 6). 

0.005 166.86 212.03 184.11 

Managers/supervisors in the Department 

tell employees when they are doing a good 

job. 

(Question B 7). 

0.006 178.52 214.99 168.27 

Monitoring standards of performance is a 

regular management duty in the 

Department. 

(Question B 8). 

0.000 173.16 227.03 170.79 

My manager coaches me to improve my 

performance. 

(Question B 9). 

0.017 174.05 214.28 184.68 

Poor performance is not tolerated in this 

Department. 

(Question B 12). 

0.008 175.65 213.34 169.59 

The measures used to monitor performance 

in the Department are clearly linked to the 

Department’s objectives. 

(Question B 15). 

0.035 168.60 202.95 184.69 

The performance management process 

allows us to give managers feedback on 

their performance. 

(Question B 17). 

0.003 167.11 214.37 175.97 

Employees in the Department have a clear 

idea of what is expected of them in their 

roles. 

(Question B 23). 

0.039 172.18 205.32 180.48 

Employees in the Department know how 

their performance is measured  

(Question B 25). 

0.042 171.41 203.56 190.55 

This Department focuses on raising 

personal capability. 

(Question B 28). 

0.029 175.90 206.66 169.60 
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TABLE 6.3: Differences between the responses of the Department of Labour’s employees from 

the three provinces with regard to their perception of current performance 

management practices (continued). 

 

KEY *:  G  =  Gauteng  /  M  =  Mpumalanga  /  L  =  Limpopo 

Item p-Value 
MEAN RANK 

G* M* L* 

The Department has a development 

programme to improve skills. 

(Question B 29). 

0.003 177.88 211.88 162.16 

The Department insists on high quality work 

from its employees. 

(Question B 30). 

0.024 172.96 208.66 184.75 

Managers/supervisors in the Department 

tell employees when they are doing a good 

job. 

(Question B 47). 

0.006 191.80 147.24 177.63 

There is regular direct person-to-person 

contact between managers/supervisors and 

employees. 

(Question B 52). 

0.016 170.88 209.77 176.75 

Working relationships with supervisors are 

enjoyable. 

(Question B 56). 

0.014 177.91 210.79 169.98 

Good work brings recognition. 

(Question B 57). 
0.017 178.67 211.56 171.64 

A spirit of respect for others exists in our 

Department. 

(Question B 58). 

0.009 175.62 210.10 167.21 

Employees take pride in their 

work.(Question B 59). 
0.006 169.00 210.76 172.14 

Employees are proud of their 

Department.(Question B 61). 
0.000 159.53 225.32 165.32 

My manager/supervisor and I discuss 

things thatI need to do for my career 

development. 

(Question B 62). 

0.017 177.13 212.23 173.10 

My performance rating presents an 

accurate picture of my actual job 

performance. 

(Question B 65). 

0.002 168.10 215.74 174.96 
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TABLE 6.3: Differences between the responses of the Department of Labour’s employees from 

the three provinces with regard to their perception of current performance 

management practices (continued). 

 

KEY *:  G  =  Gauteng  /  M  =  Mpumalanga  /  L  =  Limpopo 

Item p-Value 
MEAN RANK 

G* M* L* 

My manager/supervisor sets clear goals for 

me in my present job. 

(Question B 66). 

0.004 173.05 215.15 172.74 

I do not have enough training to do my job 

well. 

(Question B 69). 

0.020 192.33 154.53 188.46 

The work I do on my job is meaningful to 

me. 

(Question B 70). 

0.010 169.71 209.46 187.54 

I have all the skills I need in order to do my 

job. 

(Question B 72). 

0.001 170.08 219.16 175.18 

I feel that I am making a contribution to the 

overall objectives of my 

Department.(Question B 74). 
0.012 168.07 205.99 190.23 

Information about the Department’s 

policies, practices and procedures is easily 

available. 

(Question B 79). 

0.001 166.14 213.28 188.23 

Employees in the Department generally 

trust one another and offer 

support.(Question B 81). 

0.024 164.94 202.24 178.75 

I believe that my career aspirations can be 

achieved in the Department. 

(Question B 84). 

0.023 172.72 208.95 174.70 

I can see a clear link between my work and 

the Department’s objectives. 

(Question B 87). 
0.005 164.35 195.42 196.97 

 

Having obtained the mean ranks between the different provinces with reference to the views of the 

employees regarding their perception of the current performance management practices, it is also 

necessary to determine whether the individual views of the performance management practices 
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differed regarding the years of experience of the employees.  This approach was necessary to 

establish if any difference really existed between the perceptions of the staff regarding the 

performance management practices as they experienced them.Again, the Kruskal-Wallis test was 

used for this purpose. The results are reported below. Please note that the highest mean rank is 

highlighted in grey, meaning that these employees (within a specific number of years of experience 

category) agree the most with the statement, while the lower mean ranks indicate that they agree 

the least with the statement.  

 

TABLE 6.4: Differences between the Department of Labour’s employees from the three 

provinces with regard to their perception of performance management practices, 

based on years of experience. 

 
KEY* :1 = Less than 1 year  /  2 = 1–3 years   /  3 = 4–6 years  /  4 = More than 6 years 

Item p-Value 
MEAN RANKS 

1 * 2 3 4 

As a result of my last review 

discussion, I felt motivated to improve 

my performance. 

(Question B 1). 

0.001 218.58 209.90 199.77 166.07 

Regular discussions are held with my 

manager/supervisor about my personal 

development. 

(Question B 3). 

0.002 215.39 205.32 208.84 166.89 

Managers/supervisors in the 

Department have a good 

understanding of their employees’ 

Jobs. 

(Question B 5). 

0.005 214.38 212.14 195.15 166.97 

Managers/supervisors in this 

Department motivate staff to develop 

and achieve their goals. 

(Question B 6). 

0.001 218.55 210.15 199.29 164.44 

Managers/supervisors in the 

Department tell employees when they 

are doing a good job. 

(Question B 7). 

0.000 236.59 217.14 198.47 161.99 

My manager coaches me to improve 

my performance.  

(Question B 9). 

0.001 219.17 224.39 198.99 168.82 

Employees in the Department receive 

feedback on how they are performing 

against targets.  

(Question B 10). 

0.005 216.72 220.04 190.01 169.73 
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TABLE 6.4:  Differences between the Department of Labour’s employees from the three 

provinces with regard to their perception of performance management practices, 

based on years of experience (continued). 

 

KEY* :1 = Less than 1 year  /  2 = 1–3 years   /  3 = 4–6 years  /  4 = More than 6 years 

Item p-Value 
MEAN RANKS 

1 * 2 3 4 

Employees in the Department are in  

no doubt that it is performance that 

matters. 

(Question B 11). 

0.001 224.68 208.01 186.17 164.16 

Poor performance is not tolerated in 

this Department. 

(Question B 12). 

0.000 240.20 204.34 195.62 162.21 

The performance management system 

in the Department focuses on career 

development.  

(Question B 13). 

0.000 245.63 186.09 186.34 164.33 

Employees in the Department are clear 

as to how their role links to the 

Department’s plans. 

(Question B 20). 

0.000 243.16 193.94 185.79 164.52 

Employees in the Department are clear 

as to how they could improve their 

performance. 

(Question B 21). 

0.003 236.18 192.65 179.26 172.53 

Employees in the Department receive 

constructive feedback on their 

performance. 

(Question B 26). 

0.003 222.18 200.04 201.76 167.84 

This Department focuses on raising 

personal capability. 

(Question B 28). 

0.004 221.53 207.65 184.76 166.73 

Performance appraisals in the 

Department focus on achieving the 

Department’s goals. 

(Question B 38). 

0.001 220.80 200.42 196.99 162.43 

Managers/supervisors and employees 

trust the performance appraisal 

process. 

(Question B 40). 

0.000 214.83 206.53 208.32 154.09 

The performance appraisals show 

employees how they can 

improve.(Question B 43). 

0.002 211.61 203.33 194.08 160.20 
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TABLE 6.4:  Differences between the Department of Labour’s employees from the three 

provinces with regard to their perception of performance management practices, 

based on years of experience (continued). 

 

KEY* :1 = Less than 1 year  /  2 = 1–3 years   /  3 = 4–6 years  /  4 = More than 6 years 

Item p-Value 
MEAN RANKS 

1 * 2 3 4 

Performance appraisals are seen as 

fair by all. 

(Question B 44). 

0.000 230.49 185.36 204.27 155.15 

Two-way communication is 

encouraged in the 

Department.(Question B 51). 

0.002 224.05 210.07 180.72 166.47 

There is regular direct person-to-

person contact between 

managers/supervisors and 

employees.(Question B 52). 

0.000 238.09 222.47 193.35 158.75 

People are given an opportunity to 

participate in decisions that affect 

them. 

(Question B 53). 

0.004 193.04 222.78 195.14 165.45 

Performance appraisals are handled in 

a professional manner. 

(Question B 54). 

0.000 231.58 218.49 207.06 153.38 

Working relationships with co-workers 

are enjoyable. 

(Question B 55). 

0.001 230.59 216.76 177.55 171.40 

Working relationships with supervisors 

are enjoyable. 

(Question B 56). 

0.000 232.3 204.71 193.80 164.96 

A spirit of respect for others exists in 

our Department. 

(Question B 58). 

0.002 213.70 200.54 200.59 163.79 

Employees take pride in their 

work.(Question B 59). 
0.001 221.92 182.80 200.91 162.68 

Employees are proud of their 

Department. 

(Question B 61). 

0.000 231.20 179.89 194.88 158.98 

My manager/supervisor and I discuss 

things that I need to do for my career 

development. 

(Question B 62). 

0.005 217.76 206.73 198.03 167.72 
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TABLE 6.4:  Differences between the Department of Labour’s employees from the three 

provinces with regard to their perception of performance management practices, 

based on years of experience (continued). 

 

KEY* :1 = Less than 1 year  /  2 = 1–3 years   /  3 = 4–6 years  /  4 = More than 6 years 

Item p-Value 
MEAN RANKS 

1 * 2 3 4 

My performance rating presents an 

accurate picture of my actual job 

performance. 

(Question B 65). 

0.000 213.44 177.09 216.04 162.93 

Employees in the Department are 

rewarded according to their job 

performance. 

(Question B 80). 

0.001 200.48 205.16 202.78 160.42 

I am satisfied with my opportunity for 

growth and development. 

(Question B 83). 

0.003 221.50 201.68 199.83 167.56 

I believe that my career aspirations 

can be achieved in the 

Department.(Question B 84). 

0.033 202.99 209.46 189.83 168.46 

 

 

6.5.3 SECTIONCOF THE QUESTIONNAIRE:  GENERAL COMMENTS 

 

As no meaningful information could be gathered from the open-ended question in section C of the 

questionnaire, it was decided not to report anything further here. 

 

 

6.6 RECOMMENDATIONS OF THE STUDY 

 

From the findings for the different sections of the questionnaire, the following recommendations can 

be made. 

 

6.6.1 SECTION A OF THE QUESTIONNAIRE 

 

It is recommended that: 

 
a. The present recruitment / selection process be retained. 
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b. No changes be made to the ratio between permanent and part time staff. 

c. The age groupings be retained and monitored. 

d. Some form of incentive be provided for staff who excel but who, as a result of a lack of 

promotional opportunities, cannot be promoted. This incentive will be additional to that paid 

for the performance rating itself. Perhaps these candidates can be placed on a personal 

scale. 

e. That the stability of the workplace be monitored on a regular basis. 

 

6.6.2 SECTION B OF THE QUESTIONNAIRE 

 

It is recommended that: 

 
a. Training be provided to managers/supervisors on how to correctly provide feedback to staff 

members during the performance review process. 

b. The communication process in the Department be improved particularly regarding the needs 

and priorities of the Department.Perhaps the use of posters in the departmental buildings 

would help. 

c. A more formal process be instituted whereby employees can discuss their aspirations and 

concerns with the managers/supervisors. 

d. Employees be given ample opportunity to statetheir views during the performance review. 

Perhaps they can indicate these on a performance review form. 

e. The managers/supervisors need to become better acquainted with the jobs of their 

subordinates. 

f. Training be provided to managers/supervisors on how to motivate their staff. 

g. Training be provided tomanagers/supervisors on how to monitor the performance standards 

of their staff better. 

h. Training sessions be held with all the staff to indicate the relationship between the 

performance management system and career development. 

i. A discussion be held with all staff regarding the measures which are used to monitor 

performance and how this links with the objectives of the Department. 

j. More time and resources be provided for the performance management process.  

k. The employees and managers/supervisors get together to discuss their performance targets. 

l. Clear guidelines be provided on how employees could improve their performance. 

m. The link between performance and rewards be clearly indicated to all staff. 
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n. A formal skills development plan be drawn up and provided to all staff members. 

o. The legitimacy of the performance appraisal process be explained to all members. 

p. The employees be matched much better to their jobs, taking their skills into consideration. 

q. More frequent discussions be held between the manager/supervisors and the staff regarding 

their performance on the job. 

r. Team-building workshops be held on a regular basis. 

s. More scope be given to those who excel at their jobs. 

t. Employees are provided with the necessary tools/equipment to do their jobs. 

u. Training be provided to improve the staff’s competencies on the jobs. 

v. The job descriptions of the staff should beupdated on a regular basis.  

 

6.6.3 DIFFERENCES BETWEEN THE PROVINCES OF GAUTENG, MPUMALANGA AND LIMPOPO 

WITH REGARD TO THEIR PERCEPTIONS OF CURRENT PERFORMANCE MANAGEMENT 

PRACTICES 

 

It would appear that the three Provinces can be rated as follows regarding the application of the 

performance management process: 

 
1. Mpumalanga. 

2. Limpopo. 

3. Gauteng. 

 

It is recommended that serious intervention strategies be implemented in the last two provinces, as 

major problems appear to exist here regarding their performance management practices. 

 

6.6.4 IMPACT OF THE YEARS OF SERVICE ON THE PERCEPTION OF EMPLOYEES REGARDING THE 

PERFORMANCE MANAGEMENT PROCESS WITHIN THE DEPARTMENT OF LABOUR 

 

It would appear that the most negative perceptions regarding the performance management 

process could be found among those staff members with more than 7 years of service, followed by 

those who have worked between 4-6 years and those with 1-3 years of service. The most positive 

group appears to be those with less than 1 year of service. It is recommended that serious 

intervention strategies be implemented regarding the employees with 7 or more years of service as 

soon as possible, as major problems have been found here. These are the employees to whom the 
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junior staff look up tofor advice and encouragement, and if problems exist here, it is cause for 

concern. 

 

 

6.7 LIMITATIONS OF THE STUDY  

 

Since the present study was limited to a relatively small sample of the staff of the Department of 

Labour in only three provinces of the country, the findings cannot be generalised to the other 

offices of the Department.  Also, due to the realised number of respondents, the aspect of possible 

bias inthe findings cannot be ruled out.Furthermore, given the exploratory nature of the research 

design, this study can yield no statements about causation. Associations between the variables 

have therefore been interpreted rather than established. 

 

 

6.8 RECOMMENDATIONS FOR FURTHER RESEARCH 

 

As indicated under the “Limitations of the Study” above, this study has a variety of limitations with 

implications for future research.  To begin with, the sample used was relatively small and consisted 

only of employees within the postgrades 7-14, within only three provinces in South Africa.  This 

limits the depth of the analysis.  Additional studies should be conducted using larger samples, as 

well as within all of the provinces within which the Department of Labour operates, to address 

these issues and to lend credence to the results and general conclusions.  Also, no interviews 

were done with a representative sample of the population to establish the underlying causes of 

some of the serious findings made.  Future research should include this aspect to establish what 

the underlying reasons are for some of the findings, which would otherwise not be easily 

established through the use of a questionnaire only.  And finally, future research should also 

perhaps look much deeper at the other building blocks of the performance management system, 

especially the aspect of training and career management.  From the findings it would appear that 

the integration of the training and career management components are problematic at this stage. 
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6.9 SUMMARY  

 

In South Africa, as in the rest of the world, the improvement of the productivity of employees is a 

hot topic. Numerous management fads have come and gone on how to address this issue. The 

area that has grown in importance the most is in the performance appraisal domain. However, this 

tool is not without criticism. Having a measurement tool to evaluate the employees’ performance 

cannot be undervalued. This tool, if designed well, and applied correctly, can provide important 

information in the productivity war. The value of the tool has been improved as it has been 

established that on its own, it has only limited value. Thus, the concept of performance 

management, an all-encompassing process, was born. This on-going process integrates all the 

important components within the human resource management field: training and development, 

compensation, recruitment and selection. For this process to add value requires dedicated 

managers/supervisors as well as good processes. This study identified serious shortcomings in the 

various building blocks in this process within the Department of Labour which when rectified, can 

impact enormously on the bottom line of the Department. Let the journey begin! 

 

********************************************* 
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APPENDIX A 

 

 

LEGISLATION ADOPTED AND ADMINISTERED  

BY THE DEPARTMENT OF LABOUR 

 

Act Objective 

 

LABOUR RELATIONS ACT 66 

OF 1995(LRA) 

 

The purpose of the LRA is to advance economic development, social 

justice and the democratisation of the workplace by:  

• Giving effect to section 27 of the Constitution. 

• Giving effect to the obligations conferred on all member states 

affiliated to the International Labour Organisation (ILO). 

• Providing a framework for the determination of wages, policy, 

terms and conditions of employment and other matters of mutual 

interest. 

• Promoting orderly collective bargaining, employee participation 

and effective dispute resolution. 

 

 

BASIC CONDITIONS OF 

EMPLOYMENT ACT 75 OF 

1997(BCEA) 

 

The purpose of the Act is to advance economic development, social 

justice by: 

• Giving effect to and regulating the right to fair labour practices 

conferred by section 23(1) of the Constitution. 

• Establishing and enforcing, as well as regulating, the variation of 

basic conditions of employment. 

• Giving the effect to the obligations conferred on all member states 

affiliated to the ILO. 

 

 

EMPLOYMENT EQUITY ACT 

55 OF 1998(EEA) 

 

The purpose of the EEA is to achieve equity in the workplace by: 

• Promoting equal opportunity and fair treatment in employment 

through the elimination of unfair discrimination. 

• Implementing affirmative measures to redress past inequalities in 

the workplace by promoting the employment and promotion of 

individuals from the previously disadvantaged background. 
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Appendix A (continued). 

 

SKILLS DEVELOPMENT ACT 

97 OF 1998 (SDA) 

 

The purposes of the SDA are eightfold. These are to: 

• Develop the skills of the South African workforce. 

• Improve investment in training and development in the labour 

market to increase return on investment. 

• Encourage employers to develop a learning environment as well 

as to provide opportunities for their employers to acquire new 

skills. 

• Encourage employees to participate in learnerships. 

• Improve the employment opportunities of individuals from 

previously disadvantaged background and to generally improve 

the skills base of PDIs. 

• Ensure and control the quality of training in the workplace. 

• Help work-seekers find work and employers to identify potential 

employees. 

• Regulate employment services. 

These objectives are achieved through: 

• Establishing a framework, including a training fund, SETAs, Skills 

Authority, etc. 

• The encouragement of public/private partnerships to facilitate 

training and development. 

• Co-operation with the South African Qualifications Authority. 

 

Source:  Venter, R.& Levy, A. 2011.  Labour relations in South Africa. 4thed. Cape Town: Oxford 

University Press. 51–52. 
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APPENDIX E 

 

RATING SCALES USED IN THE DEPARTMENT OF LABOUR 

Term Description Score 

LEVEL 5: 

Outstanding 

performance 

Performance far exceeds the standard expected of a member at 

this level. The assessment indicates that the jobholder has 

achieved exceptional results against all performance 

measurements and maintained this in all areas of responsibility 

throughout the year. 

5 

LEVEL 4: 

Performance 

significantly above 

expectations 

Performance is significantly higher than the standard expected inthe 

job. The assessment indicates that the member has achieved better 

than fully effective results against more than half of the performance 

measurements and fully achieved all others throughout the year. 
4 

LEVEL 3: 

Fully effective 

Performance fully meets the standard expected in all areas of the 

job. The assessment indicates that the member has achieved 

effective results against all significant performance measures and 

may have achieved results significantly above expectations in one 

or two less significant areas throughout the year. 

3 

LEVEL 2: 

Performance not 

fully satisfactory 

Performance is below the standard required for the job in key areas. 

The assessment indicates that the member has achieved adequate 

results against many key performance measures but has not fully 

achieved adequate results against others during the course of the 

year.Improvement in these areas is necessary to bring performance 

up to the standard expected in the job. 

2 

LEVEL 1: 

Unacceptable 

performance 

Performance does not meet the standard expected for the job. The 

assessment indicates that the member has not met one or more 

fundamental requirements and/or is achieving results that are well 

below the performance measurements in a number of significant 

areas of responsibility. The member has failed to demonstrate the 

commitment or ability to bring performance up to the level expected 

in the job despite management efforts to encourage improvement. 

1 

 
Source:  Department of Labour. 2003.PMS policy. 3.   
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APPENDIX F 

 

LETTER REGARDING PARTICIPATION IN THE STUDY 

Mr. Wasnaar Mokoena 

PO Box 113 

LULEKANI 

1392 

 

Tel.: 015 290 1657 

Fax: 086 695 1129 

Cell:  084 602 8767 

E-mail address: 

Wasnaar.mokoena@labour.gov.za 

 

04 January 2011 

 

Dear Colleagues 

 

SURVEY ON ‘THE PERFORMANCE MANAGEMENT PRACTICES  

AT THE DEPARTMENT OF LABOUR’ 

 

I am at present conducting a study on ‘Performance Management Practices at the Department of 

Labour’ as part of the requirements to obtain a Masters Degree at the University of South Africa. 

 

Performance management refers to the more general set of activities carried out by the Organisation 

to change (improve) employee performance. Although performance management typically relies 

heavily on performance appraisals, performance management is a broader and more encompassing 

process (including training activities, career planning, compensation, etc.) and is the ultimate goal of 

performance appraisal activities. 

 

I regard this research project as critical to a greater understanding and knowledge of the relationship 

between management and their employees as far as the performance management process in the 

Department of Labour is concerned. Thus, your opinion and views are important. 
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Please find enclosed the questionnaire for the survey. The questionnaire is designed to make 

completion as easy and fast as possible. The questionnaire should take approximately 20 minutes to 

complete. 

 

Please return the completed questionnaire in the enclosed self-addressed 

envelope,  

NO LATER than 30 JANUARY 2011. 

 

As anonymity of all respondents will be strictly observed, please DO NOTwrite your name on the 

questionnaire. Without names it will not be possible to link answers to particular individuals. 

 

Should you be of the opinion that additional comment is necessary, use the space provided at the 

end of the questionnaire. 

 

If you have any queries about the questionnaire or the research in general, please do not hesitate to 

contact me at the above address. 

 

I look forward to receiving your response. 

Yours faithfully 

 

Mr Wasnaar Mokoena  

STUDENT 
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APPENDIX G 

 

THE QUESTIONNAIRE 

 

PERFORMANCE MANAGEMENT PRACTICES SURVEY  

AT THE DEPARTMENT OF LABOUR 

 

HOW TO COMPLETE THIS QUESTIONNAIRE 

 

This questionnaire is designed to make the completion as easy and as fast as possible. 

 

Most questions can be answered by simply ticking boxes. Very little information will need to be 

looked up. If you cannot give or obtain a precise answer, make your best guess or approximation. 

 

As the anonymity of all respondents will be strictly observed, DO NOTwrite your name on the 

questionnaire. Without names, it will not be possible to link answers to particular individuals. 

 

Should you be of the opinion that additional comment is necessary, please use the space provided 

at the end of the questionnaire. 

 

If you have any queries, please contact the researcher at: 

 

Mr. Wasnaar Mokoena, PO Box 113, Lulekani. 1392. 

Tel. 015 290 1657 / Cell. 084 602 8767 / Fax 086 695 1129 

E-mail: wasnaar.mokoena@labour.gov.za 

 

Please return the completed questionnaire to the sender in the enclosed  

self-addressed envelope, NO LATER than 30 JANUARY 2011. 

 

 

  



 

 

304 

Appendix G  (continued) 
 

SECTION A: BIOGRAPHICAL INFORMATION 

Answer each question by (����) the appropriate box or write down your response in the space 

provided. 

 

A 1 What is your gender? 

Male 1 

Female 2 

 

A 2 What is your highest educational qualification? 

LESS than Std 10 / Grade 12 1 Honours degree 4 

Std 10 / Matric / Grade 12 2 Masters degree 5 

Certificate (1 year) 3 Doctors degree 6 

Diploma (3 years) 7  

OTHER (Please Specify): 9 B degree 8 

 

A 3 What is the status of your employment? 

PERMANENT: Full time 1 

PERMANENT: Part time 2 

FIXED TERM: Full time 3 

FIXED TERM: Part time 4 

OTHER: (Please specify) 5 

 

A 4 Please indicate your age. 

Between 21 – 30 years 1 

Between 31 – 40 years 2 

Between 41 – 50 years 3 

Between 51 – 60 years 4 

 

A 5 How long have you been in your present position? 

Less than 1 year 1 

1 – 3 years 2 

4 – 6 years 3 

More than 7 years 4 
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Appendix G  (continued) 

A 6 How long have worked for the Department of Labour? 

Less than 1 year 1 

1 – 3 years 2 

4 – 6 years 3 

More than 7 years 4 

 

A 7 Please indicate your current job level in the Department of Labour. 

Chief Director and higher 1 

Assistant-Director to Director 2 

Below Assistant-Director 3 

 

A 8 In which Province do you work? 

Gauteng Province 1 

Mpumalanga Province 2 

Limpopo Province 3 

 

 

SECTION B: PERFORMANCE MANAGEMENT PRACTICES 

 

Please indicate the extent to which you agree/disagree by ticking the appropriate box. 

PERFORMANCE MANAGEMENT 

PRACTICES 
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B 1 As a result of my last review discussion,I 

felt motivated to improve my 

performance. 

1 2 3 4 5 6 

B 2 The Department’s needs and priorities 

are well communicated through the 

performance management process. 

1 2 3 4 5 6 

B 3 Regular discussions are held with my 

manager/supervisor about my personal 

development. 

1 2 3 4 5 6 
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Appendix G  (continued). 

PERFORMANCE MANAGEMENT 

PRACTICES 
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B 4 In my last review, I was given the chance 

to say everything I wanted. 
1 2 3 4 5 6 

B 5  Managers/supervisors in the Department 

have a good understanding of their 

employees’ jobs. 

1 2 3 4 5 6 

B 6 Managers/supervisors in this Department 

motivate staff to develop and achieve 

their goals. 

1 2 3 4 5 6 

B 7 Managers/supervisors in the Department 

tell employees when they are doing a 

good job. 

1 2 3 4 5 6 

B 8 Monitoring standards of performance is a 

regular management duty in the 

Department 

1 2 3 4 5 6 

B 9 My manager coaches me to improve my 

performance. 
1 2 3 4 5 6 

B 10 Employees in the Department receive 

feedback on how they are performing 

against targets. 

1 2 3 4 5 6 

B 11 Employees in the Department are in no 

doubt that it is performance that matters. 
1 2 3 4 5 6 

B 12 Poor performance is not tolerated in this 

Department. 
1 2 3 4 5 6 

B 13 The performance management system in 

the Department focuses on career 

development. 

1 2 3 4 5 6 

B 14 The measures used to monitor 

performance are the most appropriate for 

the role. 

1 2 3 4 5 6 

B 15 The measures used to monitor 

performance in the Department are 

clearly linked to the Department’s 

objectives. 

1 2 3 4 5 6 
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Appendix G  (continued). 

PERFORMANCE MANAGEMENT 

PRACTICES 
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B 16 The Department provides sufficient time 

and resources for the performance 

management process. 

1 2 3 4 5 6 

B 17 The performance management process 

allows us to give managers feedback on 

their performance. 

1 2 3 4 5 6 

B 18 The performance management system is 

linked to producing sustainable long-term 

performance. 

1 2 3 4 5 6 

B 19 Employees in the Department agree 

together on their performance targets with 

their immediate manager/supervisor. 

1 2 3 4 5 6 

B 20 Employees in the Department are clear 

as to how their role links to the 

Department’s plans. 

1 2 3 4 5 6 

B 21 Employees in the Department are clear 

as to how they could improve their 

performance. 

1 2 3 4 5 6 

B 22 Employees in the Department are held 

fully accountable for the end results they 

produce or fail to produce.  

1 2 3 4 5 6 

B 23 Employees in the Department have a 

clear idea of what is expected of them in 

their roles. 

1 2 3 4 5 6 

B 24 Employees in the Department have a 

good understanding of how the appraisal 

review links to rewards. 

1 2 3 4 5 6 

B 25 Employees in the Department know how 

their performance is measured. 
1 2 3 4 5 6 

B 26 Employees in the Department receive 

constructive feedback on their 

performance. 

1 2 3 4 5 6 

B 27 The Department focuses on achieving 

measurable targets. 
1 2 3 4 5 6 
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B 28 This Department focuses on raising 

personal capability. 
1 2 3 4 5 6 

B 29 The Department has a development 

programme to improve skills. 
1 2 3 4 5 6 

B 30 The Department insists on high quality 

work from its employees. 
1 2 3 4 5 6 

B 31 Managers/supervisors in the Department 

determine the work goals of employees.  
1 2 3 4 5 6 

B 32 Performance appraisals do not involve 

the Department’s goals. 
1 2 3 4 5 6 

B 33 Performance appraisals in the 

Department help some employees more 

than others. 

1 2 3 4 5 6 

B 34 Employees in the Department are rated 

by more than one person. 
1 2 3 4 5 6 

B 35 Job descriptions in the Department state 

the outcomes expected. 
1 2 3 4 5 6 

B 36 The performance appraisals in the 

Department focus on numbers, not on 

growth. 

1 2 3 4 5 6 

B 37 In this Department, pay and performance 

are closely related. 
1 2 3 4 5 6 

B 38 Performance appraisals in the 

Department focus on achieving the 

Department’s goals. 

1 2 3 4 5 6 

B 39 Employees in the Department are 

matched to jobs that use their skills. 
1 2 3 4 5 6 

B 40 Managers/supervisors and employees 

trust the performance appraisal process. 
1 2 3 4 5 6 

B 41 Managers/supervisors talk about 

performance once a year. 
1 2 3 4 5 6 
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B 42 Career Planning is seen as separate from 

performance appraisals in the 

Department. 

1 2 3 4 5 6 

B 43 The performance appraisals show 

employees how they can improve. 
1 2 3 4 5 6 

B 44 Performance appraisals are seen as fair 

by all. 
1 2 3 4 5 6 

B 45 The employees’ compensation is related 

to the results of the performance 

appraisals. 

1 2 3 4 5 6 

B 46 In the Department, managers/supervisors 

are reluctant to be frank with people. 
1 2 3 4 5 6 

B 47 In this Department, promotions are based 

on who you know, not what you know. 
1 2 3 4 5 6 

B 48 Employees who are mediocre performers 

are clearly identified. 
1 2 3 4 5 6 

B 49 Employees receive performance feed-

back at review time. 
1 2 3 4 5 6 

B 50 Mediocre performers in the Department 

are often rated high. 
1 2 3 4 5 6 

B 51 Two-way communication is encouraged 

in the Department. 
1 2 3 4 5 6 

B 52 There is regular direct person-to-person 

contact between managers/supervisors 

and employees. 

1 2 3 4 5 6 

B 53 People are given an opportunity to 

participate in decisions that affect them. 
1 2 3 4 5 6 

B 54 Performance appraisals are handled in a 

professional manner. 
1 2 3 4 5 6 

B 55 Working relationships with co-workers are 

enjoyable. 
1 2 3 4 5 6 

B 56 Working relationships with supervisors 

are enjoyable. 
1 2 3 4 5 6 

  



 

 

310 

Appendix G  (continued). 

PERFORMANCE MANAGEMENT 

PRACTICES 

S
tr

o
n

g
ly

 
D

is
a
g

re
e
 

D
is

a
g

re
e
 

N
e
it

h
e
r 

A
g

re
e
 

n
o

r 
D

is
a
g

re
e
 

A
g

re
e
 

S
tr

o
n

g
ly

 
A

g
re

e
 

D
o

n
’t

 
K

n
o

w
 

B 57 Good work brings recognition. 1 2 3 4 5 6 

B 58 A spirit of respect for others exists in our 

Department.  
1 2 3 4 5 6 

B 59 Employees take pride in their work. 1 2 3 4 5 6 

B 60 Materials necessary to do my job are 

provided. 
1 2 3 4 5 6 

B 61 Employees are proud of their 

Department. 
1 2 3 4 5 6 

B 62 My manager/supervisor and I discuss 

things that I need to do for my career 

development. 

1 2 3 4 5 6 

B 63 My manager/supervisor helps me solve 

work-related problems. 
1 2 3 4 5 6 

B 64 My manager/supervisor demands that 

subordinates deliver high quality work. 
1 2 3 4 5 6 

B 65 My performance rating presents an 

accurate picture of my actual job 

performance. 

1 2 3 4 5 6 

B 66 My manager/supervisor sets clear goals 

for me in my present job. 
1 2 3 4 5 6 

B 67 My manager/supervisor asks my opinion 

when a problem related to my work, 

arises. 

1 2 3 4 5 6 

B 68 My performance appraisal takes into 

account the most important parts of my 

job. 

1 2 3 4 5 6 

B 69 I do not have enough training to do my 

job well. 
1 2 3 4 5 6 

B 70 The work I do on my job is meaningful to 

me. 
1 2 3 4 5 6 

B 71 I have too much work to do and cannot 

do everything well. 
1 2 3 4 5 6 
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B 72 I have all the skills I need in order to do 

my job. 
1 2 3 4 5 6 

B 73 My job is challenging. 1 2 3 4 5 6 

B 74 I feel that I am making a contribution to 

the overall objectives of my Department. 
1 2 3 4 5 6 

B 75 It always seems as if I have too much to 

do. 
1 2 3 4 5 6 

B 76 I will be promoted or given a better job if I 

perform especially well. 
1 2 3 4 5 6 

B 77 My job gives me the opportunity to use 

my own initiative. 
1 2 3 4 5 6 

B 78 The Department ensures that policies and 

procedures are easy to understand. 
1 2 3 4 5 6 

B 79 Information about the Department’s 

policies, practices and procedures is 

easily available. 

1 2 3 4 5 6 

B 80 Employees in the Department are 

rewarded according to their job 

performance. 

1 2 3 4 5 6 

B 81 Employees in the Department generally 

trust one another and offer support. 
1 2 3 4 5 6 

B 82 Employees in the Department treat one 

another with dignity and respect. 
1 2 3 4 5 6 

B 83 I am satisfied with my opportunity for 

growth and development. 
1 2 3 4 5 6 

B 84 I believe that my career aspirations can 

be achieved in the Department. 
1 2 3 4 5 6 

B 85 I am clear about what I need to do and 

how my job performance will be 

evaluated. 

1 2 3 4 5 6 

B 86 I have adequate knowledge of the 

department’s vision, mission, values and 

objectives. 

1 2 3 4 5 6 

B 87 I can see a clear link between my work 

and the Department’s objectives. 
1 2 3 4 5 6 
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Appendix G  (continued) 

 

SECTION C: GENERAL COMMENTS 

If you have any additional comments, please write them in the space below: 

 

..................................................................................................................................................................

..................................................................................................................................................................

..................................................................................................................................................................

..................................................................................................................................................................

..................................................................................................................................................................

.................................................................. 

 

Thank you for your valuable contribution to this important survey. 
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APPENDIX H 

 

 

FOLLOW-UP LETTER TO PARTICIPANTS IN THE STUDY 

 

Mr Wasnaar Mokoena 

PO Box 113 

LULEKANI 

1392 

 

Tel.: 015 290 1657 

Fax: 086 695 1129 

Cell:  084 602 8767 

E-mail address: 

Wasnaar.mokoena@labour.gov.za 

 

22 January 2011 

 

Dear Colleagues 

 

FOLLOW-UP LETTER REGARDING THE QUESTIONNAIRE: SURVEY ON  

‘THE PERFORMANCE MANAGEMENT PRACTICES AT THE DEPARTMENT OF LABOUR’ 

 

I am at present conducting a study on ‘Performance Management Practices at the Department of 

Labour’ as part of the requirements to obtain a Masters Degree at the University of South Africa.  

 

You are kindly requested to complete the questionnaire sent to you on 4 January 2011. I regard this 

research project as critical to a greater understanding and knowledge of the relationship between 

management and their employees as far as the performance management process in the 

Department of Labour is concerned. Thus, your opinion and views are important. 

 

Please find enclosed the questionnaire for the survey. The questionnaire is designed to make 

completion as easy and fast as possible. The questionnaire should take approximately 20 minutes to 

complete. 
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Please return the completed questionnaire to the sender in the enclosed  

self-addressed envelope, NO LATER than 30 JANUARY 2011. 

 

As anonymity of all respondents will be strictly observed, please DO NOTwrite your name on the 

questionnaire. Without names it will not be possible to link answers to particular individuals. 

 

Should you be of the opinion that additional comment is necessary, use the space provided at the 

end of the questionnaire. 

 

If you have any queries about the questionnaire or the research in general, please do not hesitate to 

contact me at the above address. 

 

I look forward to receiving your response. 

Yours faithfully 

 

Mr Wasnaar Mokoena 

STUDENT 

 

 

 


