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ABSTRACT

The purpose of the study was to investigate the contribution of the performance appraisal
process to staff performance in Local Governments in Uganda, the case of Manafwa District.

The study had three basic objectives; To establish how the performance appraisal system and
process adopted by Manafwa district and its impacts on staff performance, to find out the
impact of performance based pay on staff performance in Manafwa District, to assess the
impact of performance based training on staff performance. This research adopted a
descriptive research design where the population of interest in the selected departments was
visited. Six hundred seventy respondents were selected out of a population of 2200 possible
respondents using purposive and stratified random sampling. The study used a questionnaire
and interview schedule as primary data collection instruments supplemented by documentary
review. Descriptive statistics and content analysis were used to analyze quantitative and
qualitative data respectively. The research revealed that, performance appraisal process,
performance based pay and employee training had a positive effect on employee performance
in Manafwa District. It was concluded that Performance Appraisal can be used as an effective
management tool to positively influence staff performance in Local Governments in Uganda.

The study recommends that; Manafwa should take initiative to give proper training to all its’
staff in order to improve performance in all departments. Also to improve efficiency,
Manafwa should adopt the system of performance based pay on all its’ employees. In
addition, Manafwa should adopt Management by Objectives in order to improve performance

of its staff.
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CHAPTER ONE

INTRODUCTION
1.1 Introduction
The study focused on the relationship that exists between the performance appraisal process
and staff performance in Manafwa District Local Government. In this case, performance
appraisal was the independent variable while staff performance was the dependent variable.
According to the Uganda Public Service Manual (2011), Performance Appraisal refers to a
well defined formalized periodic interview in which the work performance of the appraisee is
assessed and discussed with the appraiser, with a view of identifying weaknesses and

strengths, room for improvement and skills development.

Staff performance on the other hand, referred to the degree to which employees have been
able to accomplish their assignments herein referred to as outputs, as contained in their job
description. The performance indicators developed during performance planning process
were used to measure the progress of an individual over time towards achieving their outputs
usually expressed as an aspect of economy, efficiency, and effectiveness (Public Service Staff
Performance Appraisal Guidelines for Managers and Staff, 2007). Therefore, in measuring
performance, special attention was placed on commitment (by looking at the level of
absenteeism and time management); productivity in terms of quality and quantity, and timely

accomplishment of set targets, adherence to policy, creativity, and cost of work done.

With this brief introduction and overview of the key variables surrounding the proposed
research problem, the rest of this chapter is devoted to exploring the background to the study,

problem statement, purpose of the study, objectives of the study, the research questions,



research hypothesis, the conceptual framework, scope of the study, significance of the study,

justification of the study, and definition of key terms and concepts.

1.2 Background to the Study

1.2.1 Historical Background

According to Margaret Francis, (2007) the history of performance appraisal is quite brief. Its
roots in the early 20" century can be traced to Taylor’s pioneering time and motion studies.
However, as a distinct and formal management procedure used in the evaluation of work
performance, appraisal really dates from the time of the 2" world war — not more than 70
years ago, and from then it has been increasingly implemented by most modern organizations
as a tool for employee assessment. Yet in a broader sense, the practice of appraisal is a very
ancient art. In the scale of things historical, it may well lay claim to being the world’s second
oldest profession. Dulewicz, (1989) argues that it is a basic human tendency to make
judgments about those one is working with, as well as about oneself. To him, appraisal is

both inevitable and universal.

Traditionally, performance appraisal systems began as simple methods of income
justification. That is to say, appraisal was used to decide whether or not the salary or wage of
an individual employee was justified. The process was firmly linked to material outcomes.
Little consideration, if any, was given to the development possibilities of appraisal. It was felt
that a cut in pay or a rise should provide the only required impetus for an employee to either
improve or continue to perform well. Sometimes this basic system succeeded in getting the
results that were intended but more often than not, it failed. As a result, the traditional
emphasis on reward outcomes was progressively rejected and in the 1950’s especially in the

United States, the potential usefulness of appraisal as a tool for motivation and development



was gradually recognized. The general model of performance appraisal as it is known today

began from that time.

In many organizations — but not all, appraisal results are used either directly or indirectly, to
help determine reward outcomes. That is, the appraisal results are used to identify the better
performing employees who should get majority of available merit pay increases, bonuses, and
promotions. By the same token, appraisal results are used to identify the poor performers,
who may require some form of counseling, or in extreme cases demotion, dismissal or
decrease in pay. Whether this is an appropriate use of performance appraisal - the assignment
and justification of rewards and penalties - is a very uncertain and contentious matter. The
current performance appraisal system adopted by local governments as entrenched in the
general Results Oriented Management Framework is founded on the modern appraisal system

illustrated above.

1.2.2 Theoretical Background
Several theories have been advanced to explain human motivation but the ones that are
closely linked to work-related motivation are Hertzberg’s Theory of Motivators and Hygiene

factors of 1950s and Vroom’s Expectancy Theory.

Hertzberg’s theory postulates that people’s needs and expectations at work can be categorized
into hygiene factors and motivators or into intrinsic and extrinsic motivation respectively.

Extrinsic motivation is related to tangible rewards such as salary and fringe benefits, security,
contract of service, the work environment, and conditions of work. Such tangible rewards are
often determined at the organizational/strategic level and may be largely outside the control

of individual managers.



Intrinsic motivation on the other hand, is related to psychological rewards, such as promotion,
the opportunity to use one’s ability, a sense of challenge and achievement, receiving
appreciation, positive recognition, and being treated in a caring and considerate manner.

In relation to performance appraisal, extrinsic and intrinsic motivation find expression in the
fact that performance appraisal provides staff with recognition for their work efforts both
extrinsically by rewarding performing staff with bonus and salary increments, and
intrinsically by giving them promotions. The power of social recognition as an incentive has

been highlighted by many other theorists.

Hertzberg’s Motivation Theory of Motivators and Hygiene factors is concerned with what
motivates people to work or perform better just like this study is interested in exploring how

performance appraisal can influence staff performance.

Whereas Hertzberg looks at the relationship between internal needs and the resulting effort
expended to fulfill them, Vroom’s expectancy theory separates effort (which arises from
motivation), performance and outcomes. He stated that effort, performance and motivation
are linked to a person’s level of motivation. He uses the variables of expectancy,
instrumentality and valence to account for this. According to him, Expectancy is the belief
that increased effort will lead to increased performance while Instrumentality is the belief that
if you perform well, a valued outcome will be received, and Valence is the importance that
the individual places upon the expected outcome.

In other words, for the valance to be positive, the person must prefer attaining the outcome to
not attaining it. For example, if someone is mainly motivated by money, they might not value

offers of additional time off.



Vroom concludes his theory by arguing that if any of the above variables equals to zero then
the motivational force equals to zero. A motivated employee is thus a product of the
perceived level of satisfaction, the confidence to achieve and the rewards that the employee

hopes to receive on achieving the set goals (Vroom, 1964).

The implication of Vroom’s expectancy theory is that people change their level of effort
according to the value they place on the bonus they receive from the process and on their

perception of the strength of the links between effort and outcomes.

To link this theory to this study, it is important to note that a vital component of the model is
performance specifically; the effort, performance and reward linkage. But what then defines
performance in this whole study? It is the individuals’ performance appraisal. To maximize
motivation, people need to perceive that the effort they exert leads to a favorable performance

appraisal and that the favorable evaluation will lead to rewards that they value.

Following the expectancy model of motivation, if the targets that employees are expected to
achieve as set out in the appraisal booklets are unclear, the criteria for measuring these
objectives are vague and if the employees lack confidence that their effort will lead to a
satisfactory appraisal of their performance, or believes that there will be unsatisfactory payoff
by the organization when their performance objectives are achieved, it should be expected
that individuals will work below their potential. Therefore, in order to enhance the
performance — outcome tie, managers should use systems that tie rewards very closely to
performance.

With the above linkage, Vroom’s expectancy and Hertzberg’s two factor theories currently

offer the best explanation of how Performance Appraisal can be used to influence staff



performance in Local Governments in Uganda and thus considered appropriate to model this

study.

1.2.3 Conceptual Background

For purposes of this study, performance appraisal refers to the formalized periodic interview
in which the work performance of the appraisee is assessed and discussed with the appraiser
with a view of identifying weaknesses and strengths, room for improvement and skills
development. The study, therefore considered the entire process from setting performance
targets through monitoring performance, actual appraisal interview, providing feedback to

actual Human Resource (HR) decisions based on appraisal results.

Staff performance on the other hand, referred to the degree to which employees were able to
accomplish their assignments, herein referred to as outputs as contained in their job
description. The performance indicators developed during performance planning process
were used to measure the progress of an individual over time towards achieving their output,
usually expressed as an aspect of economy, efficiency and effectiveness (Public Service Staff

Performance Appraisal Guidelines for Managers and Staff, 2007).

Therefore, in measuring performance, special attention was placed on cost, quality, quantity
and timely accomplishment of set targets among staff of Manafwa District. The degree to
which they were able to deliver these outputs on subsequent appraisals was used as a measure

of whether the appraisal program had led to an improvement in their performance or not.



1.2.4 Contextual Background

Staff performance appraisal is part of the Performance Management System of the Public
Service of Uganda. The current appraisal system is founded on the general Results Oriented
Management (ROM) framework which aims to achieve greater efficiency, effectiveness,
accountability and access to improved public services (Results Oriented Management FAQ
Handbook, 2006). It is important to note that in order to deliver the planned activities, public
officers through the output oriented budgeting approach are entrusted with public resources
for which they are held accountable. This presupposes the need for individual performance to
be in line with the approved budget work plans to ensure that public resources are used

adequately.

From an ideal point of view, performance appraisal process today is both a management and
development tool that enables the supervisor to review annually the performance of its staff
members, and at the same time allows the appraisee the opportunity to raise concerns of staff
training avenues.

Through staff performance appraisal, performance gaps, and training needs of an individual
employee are identified. Through addressing the performance gaps, addressing the training
needs of staff and rewarding staff that have managed to accomplish the set targets, it is
envisaged that this can motivate those already performing well to perform better and those
not performing well to improve.

The commitment to the performance appraisal process in public institutions in Uganda, and
more specifically in Manafwa District is not taken seriously. Low commitment and lack of
accountability and training, are the major reasons for the low institutionalization of the

performance appraisal process in government organizations (Ben Dattner, 2010).



Actually, performance appraisal in most government organizations is not directly linked to
rewards, training and promotions making the whole process to remain redundant. There is
also lack of appropriate atmosphere and professional approach towards the performance
appraisal process and the objective of the whole exercise is defeated (Ssekono, 2004).

The indicators used to measure employee performance are not quantifiable in nature making
it difficult to measure the performance. There is a lot of bias and subjectivity involved in the
ratings given by appraisers. Often, appraisals are not conducted on regular basis. If
performance appraisal is to be an important tool for providing feedback to employees on their
level of performance with the ultimate goal of designing improvement strategies, then annual

appraisal do not serve useful purposes.

The flaws in the appraisal process have made both employees and employers to dread the
entire exercise, thus making it difficult to make even an average assessment of employee
performance. Without measurement, no improvement strategy can be designed to address the
would be gaps. It is therefore against the above background that this study intends to find out
how performance appraisal systems can be properly designed and used to improve staff

performance in Manafwa District.

1.3 Statement of the Problem

Performance appraisal process is one of the critical pillars of performance management which
is related to employee performance and has a direct impact on staff motivation. Kane (2009)
notes that, an appraisal system must be considered a major organizational change effort
which should be pursued in the context of improving employee performance. Therefore, if
well executed, appraisals can contribute to employee satisfaction which in turn should result

into improved staff performance.



However, the current appraisal process in Manafwa District and public service generally, has
a number of flaws. The indicators used to measure employee performance are not clear and
quantifiable, making it difficult to measure performance. As a result, there is a lot of bias and
subjectivity involved in the ratings given by appraisers. Besides, important human resource
decisions like performance based pay and training which have implications on staff
motivation and therefore performance, are not directly linked to the results of performance
appraisal process.

Many interventions have been put in place to address the above gaps in order to enhance staff
performance but they have not yielded the expected results. Such interventions include;
introduction of the Results Oriented Management strategies, Output Based Budgeting and
Sanctions and Rewards process. Besides, staff salaries have been reviewed upwards but

performance levels have not improved accordingly.

Arising from of the above discrepancies, performance appraisal has created a sense of
insecurity in the work environment and has become an obstacle to achieving the required
changes in the attitude and performance of employees in Manafwa Disrtict. In fact as
Professor Kuvaas (2009) notes, employees and employers alike, consider the process as
burdensome and without value. The current appraisal process and system is seen as a
dishonest annual ritual which excites most staff to a level comparable to a trip to the dentist.
The negative implications of this poorly structured and implemented performance appraisal
process has adversely affected employee attitude and performance hence, poor service

delivery to the community.



In summary therefore, the overall problem of the study concerns the credibility and
effectiveness of performance appraisal and seeks to find answers to the question as whether it

can be improved and used as a performance management tool to enhance staff performance.

1.4 Purpose of the Study

The purpose of this study was to establish the relationship between performance appraisal
and staff performance in Local Governments with a view of initiating strategies that can
motivate staff to improve performance and thus contribute toward the realization of the

District strategic objectives.

1.5  Objectives of the Study
The study was guided by the following objectives;
1. To establish how the Performance Appraisal System and Process adopted by
Manafwa District impacts on Staff performance.
2. To find out the impact of Performance Based Pay on Staff performance in Manafwa
District.

3. To assess the impact of Performance Based Training on Staff performance.

1.6 Research Questions
1. How does the performance appraisal system and process adopted by Manafwa
District impact on staff performance?
2. How does Performance Based Pay impact on staff performance?

3. How does Performance Based Training impact on staff performance?

10



1.7  Hypotheses of the Study
The study tested the following hypotheses that;
1. Performance appraisal systems and processes significantly impact on staff
performance
2. Performance based pay affects staff performance

3. Performance based training influences staff performance

1.8  Conceptual Framework
The Conceptual Framework in figure 1 explains graphically and in narrative form, the main
variables that were studied and the presumed relationships between them (Miles & Huberman
1994).

In Figure 1 below, the independent, dependent, and intervening variables were identified and
labeled and a description of their interconnectedness provided.

CONCEPTUAL FRAMEWORK

INDEPENDENT VARIABLE INTERVENING DEFENDENT VARIABLE
PERFORMANCE APPRAISAL VARIABLE STAFF PERFORMANCE
o Appraisal Process (setting o Timeliness of
performance indicators, T ] accomplishment of tasks
evaluating actual performance o Reduced attendance
and providing feedback) o Improved
o Performance based productivity in terms of
Rewards (salary increments o Experience and quantity and quality of
and Bonuses) training/ Education outputs
o Performance based levels of staff o Adherence to policy
Training o Facilitation o  Cost effectiveness
o Political
Environment

(Source: Adopted and modified from Miles & Huberman 1994)

11



FIGURE 1: The Conceptual Framework shows the relationship between PA and Staff
performance.

From Figure 1, the independent variable (IV) was identified as performance appraisal
processes and the dependent variable (DV) as staff performance.

Performance Appraisal (PA) can influence staff performance through a particular appraisal
process that a Local Government chooses to adopt, and if the process is open and
participatory, it can lead to the development of strategies geared towards improving staff
performance. PA can also influence staff performance through rewards that are a function of
how a particular individual has scored in the appraisal. These rewards motivate those who
have received them to work harder and those who have not received them to work harder too,
so that they receive the same during subsequent appraisals. PA can also influence staff
performance through staff training that usually follows the identification of capacity gaps
during the appraisal process. Staff training is expected to lead to improvement in the

knowledge and skills of staff which is crucial for performance.

Despite the seemingly direct connection between the independent and dependent variables,
there are other intervening variables that could influence staff performance and without
considering them, an erroneous inference could be made that it is the appraisal process that
might have brought about the improvement in performance. These intervening variables are
an individual’s education/training and experience, departmental facilitation and political

environment within which employees operate.

Due to differences in experience and education levels, some individuals in an organization
could possess more skills and knowledge than others and hence perform better. It would

therefore become difficult to tell whether the performance was because of the high skills

12



already possessed by a particular staff, or the appraisal process. Also in an organization, some
departments are better facilitated than others hence, staffs in such departments are usually
better motivated to perform than those who are not well facilitated and establishing whether it
is the appraisal process or the good facilitation that has accounted for the performance
becomes also difficult. In addition, the political environment within which employees operate
has profound implications on their performance. That is to say, a harmonious and supportive
political leadership will lead to accomplishment of organizational goals through people while

a hostile one will frustrate attempts that would otherwise, enhance staff performance.

However, the influence of these intervening variables was minimized through adoption of
appropriate sampling methods that ensured homogeneity in the characteristics of the selected
respondents. The influence of the highlighted intervening variables would also be minimized

by holding them constant.

In summary therefore, it is expected that if the performance appraisal process is properly
managed, it would lead to improved staff performance which could be measured in terms of:
timely accomplishment of results, creativity, adherence to policy, quantity and quality of

services delivered, increased productivity and commitment of staff.

1.9  Scope of the Study
1.9.1 Geographical scope
Manafwa District is located in the Eastern Region of Uganda, bordering the Republic of
Kenya in the East; District of Bududa in the North; Mbale to the West and Tororo in the

Southwest. The District has a land area of about 451sq km. (See map in Appendix 1)

13



1.9.2 Content scope

The content scope was limited to performance appraisal and staff performance in Manafwa
District Local Government. The study specifically sought to determine the contribution of
performance appraisal process, performance based pay, and performance based training on
staff performance. The focus of the study was therefore to assess the impact of appraisal-
based factors on staff performance and any other factors that would influence staff

performance but are not performance appraisal-based were held constant.

1.9.3 Time scope

The study covered a period of 6 years between 2006 to 2012 in order to assess the impact of
performance appraisal on staff performance. The time scope is long enough for one to assess
the impact of any given intervention because it stretches from the time when the District

began operating.

1.10 Significance of the Study

It was anticipated that:

. The study would provide insights into how performance appraisal-based outcomes
can impact on staff performance. This may help human resource managers to adopt
appropriate strategies for motivating their staff.

. The study would stimulate research on the significance of performance appraisal as a
management tool and this may add on the already existing literature on staff appraisal that

scholars can always consult whenever it is necessary.
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1.11  Justification of the Study

Manafwa DLG is one of the districts in Uganda facing problems as a result of a poorly
designed and indeed implemented performance appraisal system. Therefore, this research
generated information that is necessary in combating performance appraisal related
challenges in the district. The study may further influence the human resource management
practice in Uganda’s’ public service. In the attempt to deal with performance appraisal and its
related problems, the Human Resource Officers of public institutions will focus on specific
issues of performance appraisal generated through research. The use of specific knowledge
will improve the quality of human resource management of Local Governments and raise the

standards of service delivery and staff performance in the country.

1.12 Operational definitions of Key Terms

Reward — The term reward is generally understood to cover financial provisions made to
employees including both cash pay and the wider benefits package. It may also refer to the
wider provisions for employees within the term “’Total reward’’ encompassing elements such
as training opportunities or congenial working environment in addition to pay and benefits
(Armstrong, 2013).

However, for the purpose of this study the term “’Reward’ meant any form of recognition that
is monetary and non monetary which accrue to staff after the appraisal as recognition for
good performance. Such rewards include; training opportunity, salary increments,

allowances, money prizes, promotions, medals/titles, praise and appreciation.

Training and Development — Staff training explains the process of acquiring knowledge
through curiosity to learn (Dixxon, 1999). For the purpose of this study training and

development meant any form of capacity building initiative that staff get involved in to
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improve their knowledge and skill levels as a recommendation of the appraisal process.
These include courses pursued at various institutions of learning, conferences, and seminars

attended and any other form of capacity building initiative.

Performance - The Oxford English dictionary defines performance as the “accomplishment,
execution, carrying out, and working out of anything ordered or undertaken”. Armstrong and
Baron (2005) argue that performance is a matter not only of what people achieve, but how
they achieve it. Bates and Holton (1995) suggest that performance is a multidimensional
construct, the measurement of which depends on a variety of factors.

Brumbach (1988) offers the most precise definition. “Performance means both behaviours
and results. Behaviours are also outcomes in their own right and can be judged apart from
results”.

From the definitions and interpretations above, it can be argued that performance is not just
about outputs, it is also concerned with actions and behaviours demonstrated to achieve given

targets. This issue will feature strongly through the research.

For the purpose of this study, performance means the degree to which staffs are able to
accomplish their tasks, herein referred to as outputs, as contained in their job descriptions.
The degree to which they were able to deliver these outputs on subsequent appraisals was
used as a measure of whether the appraisal program led to an improvement in their
performance or not. Here, focus was on the quality/quantity, productivity, commitment,
adherence to policy, but also timely accomplishment of set targets and creativity was

considered.
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Performance appraisal - The Oxford English Dictionary defines appraise as “estimate the
value or quality of”. Linking this to performance, Bird (2003) suggests performance appraisal
as the assessment of what we produce and how.

A workshop facilitated by the author prior to the commencement of this research, defined
performance appraisal as measurement of what we do and how.

For purposes of this study, performance appraisal referred to the process by which
management evaluates and gives feedback on employee job performance, including steps to
improve or redirect effort towards achievement of both individual and organizational goals. It
focused on aspects like setting of standards and targets, the actual interview, provision of
feedback. Final HR decision arising from performance appraisal process such as rewards and

training, fall under this definition.
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CHAPTER TWO
LITERATURE REVIEW
2.1 Introduction
This chapter presents an extensive review of literature, both electronic and print-based,
related to the research problem. The literature is presented under three sub-headings in line

with the objectives.

2.2 Theoretical Review
Several theories have been advanced to explain human motivation but the ones that are
closely linked with work-related motivation is Hertzberg’s theory of motivators and hygiene

factors of 1950s and Vroom’s’ Expectancy Theory.

Hertzberg’s theory postulates that people’s needs and expectations at work can be categorized
into hygiene factors and motivators or into intrinsic and extrinsic motivation respectively.

Extrinsic motivation is related to tangible rewards such as salary and fringe benefits, security,
contract of service, the work environment, and conditions of work. Such tangible rewards are
often determined at the organizational/strategic level and may be largely outside the control
of individual managers. Intrinsic motivation on the other hand is related to psychological
rewards such as promotion, the opportunity to use one’s ability, a sense of challenge and
achievement, receiving appreciation, positive recognition, and being treated in a caring and

considerate manner.

In relation to performance appraisal, extrinsic and intrinsic motivation find expression in the
fact that performance appraisal provides staff with recognition for their work efforts both

extrinsically by rewarding performing staff with bonuses, salary increments and intrinsically
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by giving them training opportunities and promotions. The power of social recognition as an

incentive has been highlighted by many other theorists like Maslow.

Hertzberg’s motivation theory of motivators and hygiene factors is concerned with what
motivates people to work or perform better just like this study is interested in exploring how
performance appraisal can influence staff performance.

Whereas Hertzberg looks at the relationship between internal needs and the resulting effort
expended to fulfill them, Vroom’s expectancy theory separates effort (which arises from
motivation), performance and outcomes. He stated that effort, performance and motivation
are linked to a person’s level of motivation. He uses the variables of expectancy,
instrumentality and valence to account for this. According to him, expectancy is the belief
that increased effort will lead to increased performance while instrumentality is the belief that
if you perform well, a valued outcome will be received and valence is the importance that the
individual places upon the expected outcome. In other words, for the valance to be positive,
the person must prefer attaining the outcome to not attaining it. For example, if someone is

mainly motivated by money, they might not value offers of additional time off.

Vroom concludes his theory by arguing that if any of the above variables equals to zero then
the motivational force equals to zero. A motivated employee is thus a product of the
perceived level of satisfaction, the confidence to achieve and the rewards that the employee
hopes to receive on achieving the set goals (Vroom, 1964).

The implication of Vroom’s Expectancy Theory is that people change their level of effort
according to the value they place on the bonus they receive from the process and on their

perception of the strength of the links between effort and outcomes.
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To link this theory to this study it is important to note that a vital component of the model is
performance specifically; the effort, performance and reward linkage. But what then defines
performance in this whole study? It is the individuals’ performance appraisal.

To maximize motivation, people need to perceive that the effort they exert leads to a
favorable performance appraisal and that the favorable evaluation will lead to rewards that

they value.

Following the expectancy model of motivation, if the objectives that employees are expected
to achieve as set out in the appraisal booklets are unclear, the criteria for measuring these
objectives are vague and if the employees lack confidence that their effort will lead to a
satisfactory appraisal of their performance or believes that there will be unsatisfactory payoff
by the organization when their performance objectives are achieved, it should be expected
that individuals will work below their potential. Therefore, in order to enhance the
performance — outcome tie, managers should use systems that tie rewards very closely to
performance.

With the above linkage, Vroom’s expectancy and Hertzberg’s two factor theories currently
offer the best explanation of how Performance Appraisal can be used to influences the the

performance of Staff in Local Government of Uganda.

2.2.1 Impact of the performance appraisal process on staff performance.
Swanepoel (2000:419) observes that, the foremost requirement for any effective appraisal
system would be a tailor made design and process that fits the specific needs, business
environment and culture, of the organization. He adds that, Managing performance in the

workplace involves letting employees know what is expected from them, how they are doing,
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and how they can do a better job. Only then can employees contribute their best, use their

abilities to the fullest, and feel connected to their organization.

Therefore the value and outcome of any staff performance appraisal depends largely on the
reasons for conducting it and the way in which it is conducted. If conducted well,
performance appraisal as a management tool has the potential to motivate staff and ensure the
effective utilization of human resources. But if conducted in a poor manner it can serve the
opposite purpose by de-motivating staff. The organization’s main resources are its staff and
their interests cannot be neglected. Mutual goals simultaneously provide for growth and
development of the organization as well as of the human resources. They enhance harmony

and effectiveness of human resources in the organization.

In addition, Romanoff (1989:24) calls for employee involvement in the design of the
performance management programme. He says, “By giving employees the opportunity to
play a meaningful role in designing their own performance management Programme, one
builds commitment and support into the Programme. This does not mean, however that
employees should be given carte blanche to design the Programme any way they choose’’.
Involvement from the employees can vary in a variety of ways such as defining performance
standards, designing forms, instructions and reviewing communication and training material.
The input from management should be more directed to articulating organizational missions

and values, defining annual goals and objectives and approving performance standards.

In the same breath, Samuel Culbert (2012) agrees that, a one-side-accountable, boss-
administered review is little more than a dysfunctional pretense. It's a negative to corporate

performance, an obstacle to straight-talk relationships, and a prime cause of low morale at

21



work. Even the mere knowledge that such an event will take place damages daily

communications and teamwork.

On the other hand, if the process of performance appraisal is poorly planned and conducted, it
can damage morale and serve as ground for staff grievance and this can impact on staff
performance negatively. Patricia King (2001) notes that a wrong appraisal system and the
failure to follow the right procedures can easily compromise the appraisal process and the
organization’s position with its staff. She further notes that when conducting a performance
appraisal, it is important to be sensitive to the impact an appraisal can have on a given staff
and the work effort of the entire team because most people take pride in their work and their
contributions towards the organizational goals. It is for this reason that a performance
appraisal conducted in a cavalier or disrespectful manner can be damaging not only to the
individual motivation of one staff but the entire staff. Staff are more likely to accept a
negative performance critique if it is done in a careful and calm manner with examples cited

and ideas for improvement discussed.

As Rebecca Knight (2011) notes, if the right approach is taken, performance appraisals are an

excellent opportunity to reinforce solid performers and redirect the poor ones.

2.2.2 The Appraisal System
“Good appraisal systems and clear performance standards are the cornerstones of superior
staff performance” was a quotation made by Robert Bacal (2007; 123) a keynote speaker and

management consultant.
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In terms of rating employee performance, Robbie Kunreuther (2012) suggests that if one
attempts to do so, in terms of quality, quantity and /or timeliness one must use metrics that
require observing, log and keeping book for every employee; - in every critical element.

This proposal seems difficult to operationalise. Consider a sign that hung in Albert Einstein’s
office in Princeton: “Not everything that counts can be counted and not everything that can
be counted counts”. 1 think there is wisdom there. It might be better to simply acknowledge
that employee performance ratings will commonly be subjective. Where metrics are available
and they work to motivate, go ahead and use them. In other words, insisting on specific
objectives measurable and outcome-driven standards where such data is unlikely to be

harvested puts too many supervisors in the awkward position of fudging.

Despite the existence of different appraisal systems that are being used by different
organizations in the appraisal of their staff, the appraisal system proposed by Patten (2007)
has been acknowledged by many management practitioners as the most effective and been
adopted by many organizations. In this appraisal system, Patten argues that performance
appraisal cannot be implemented successfully, unless it is accepted by all concerned.

So the principle of mutuality is important because appraisal aims at evaluation, feedback, and
improvement of employee performance. The process of performance appraisal should
concentrate on the job of the employee, the environment of the organization and the
employee themselves. These three factors are inter-related and inter-dependent.

Therefore, in order to be effective, the appraisal system should be individualized, objective,
and qualitative and oriented towards problem-solving. It should be based on clearly specified
and measurable standards and indicators of performance. Since what is being appraised is

performance and not personality, personality traits which are not relevant to job performance
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should be excluded from the appraisal framework. Some of the important considerations in
designing an appraisal system as proposed by Patten include the following:

Goal - The job description and the performance goals should be structured, mutually
decided, and accepted by both management and the employees.

Reliable and consistent - Appraisal should include both objective and subjective ratings to
produce reliable and consistent measurement of performance.

Practical and simple format - The appraisal format should be practical, simple and aim at
fulfilling its basic functions. Long and complicated formats are time consuming, difficult to
understand, and do not elicit much useful information.

Regular and Routine - While an appraisal system is expected to be formal in a structured
manner, informal contacts and interactions can also be used for providing feedback to
employees.

Participatory and open - An affective appraisal system should necessarily involve the
employee’s participation, usually through an appraisal interview with the supervisor, for
feedback and future planning. During this interview, past performance should be discussed
frankly and future goals established. A strategy for accomplishing these goals as well as for
improving future performance should be evolved jointly by the supervisor and the employee
being appraised. Such participation imparts a feeling of involvement and creates a sense of
belonging.

Rewards and penalties - Rewards and penalties should be part of the performance appraisal
system .Otherwise, the process lacks impact.

Feedback should be timely - Unless feedback is timely, it loses its utility and may have only
limited influence on performance. Feedback must be impersonal if it is to have the desired

effect because Personal feedback is usually rejected with contempt, and eventually de-
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motivates the employee. In summary therefore an open appraisal process creates credibility

and can have a positive impact on staff performance.

2.2.3 The Appraisal Process

Performance appraisal involves an evaluation of actual against desired performance. It helps
in reviewing various factors which influence performance. Managers should plan
performance development strategies in a structured manner for each employee. In doing so,
they should keep the goals of the organization in mind and aim at the optimal utilization of all
available resources, including human resources. Performance appraisal is a multi-stage
process in which communication plays an important role. Craig and Baird (1996) suggested a
five stage performance appraisal process:

Identification of Key Performance standards: The first step in an appraisal process is
identifying key performance areas and setting targets for the next appraisal period. This may
be done either through periodic discussions or at the beginning of the period, as in public
service.

Self-appraisal by the subject: At the end of the appraisal period, employees appraise their
own performance against the key performance areas, targets and pre-identified behaviour.
Information on these issues is provided in an appraisal format. The employees also write their
self-evaluation reports and hand them to their supervisors.

Analysis: The supervisor reflects on the performance of the employee, and identifies the
factors which facilitated or hindered the employee’s performance. The manager then calls the
employee for a discussion to better understand their performance and provide counseling on
further improvements. The manager then gives a final rating and recommendations regarding

the developmental needs of the individual. These are shown to the employee and his or her
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comments are recorded on the appraisal form. The human resource Manager uses these forms
for identifying and allocating training, rewards, and other HR decisions.

Identification of training needs: The use of a development-oriented performance appraisal
system is based on a good understanding of the concept of human resources development.
The need for developing employee capabilities, the nature of capabilities to be developed,
and the conditions under which these capabilities can be developed have to be appreciated.
During the discussion between the supervisor and employee, the development needs of the
employee, are identified and goals set for the next period.

Identification of qualities: The supervisor may also identify the qualities required for
current as well as future tasks, and assess the employee’s potential and capabilities to perform

jobs at higher responsibility levels in the organization.

From the preceding outline of what an effective appraisal system should look like as
proposed by Patten (2007) and how an effective appraisal process should be conducted as
proposed by Craig and Baird, it is imperative to compare this appraisal system and process to
that adopted by the Ugandan public service so as to establish the conformity or non-
conformity of the appraisal system and process and whether this has an impact on the

performance of staff.

According to the staff performance appraisal guidelines as provided by the public service of
Uganda (Public Service commission 2002), the appraisal system and process is supposed to
be an open and participatory, one similar to the one proposed by Patten, Craig and Baird
respectively. Commenting on the value of such an open and participatory appraisal system
and process, Patten notes that, encouraging a two-way dialogue and relationship between the

manager and employee enables management to get a true perspective on employee
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performance. Because the employee is engaged and involved in the discussions, managers
and employers can get a truer understanding of what is driving the employee’s performance
and challenges. Such an appraisal system also offers a valuable opportunity for the manager
and the employee to focus on work activities and goals, to identify and correct existing
problems, and encourage better future performance. Thus the performance of the whole
organization is enhanced. Where performance appraisal has been conducted properly, both
the supervisor and subordinates have reported the experience as beneficial and positive. The
above proposition is in agreement with Kasiime’s (2012) recommendation that individual
staff and employers should adhere to the appraisal practice set by the organization since it has
been revealed that appraisals aim at performance improvement and it’s the main yardstick to

measure performance.

Despite the fact that the Uganda public service has adopted the open and participatory
appraisal system and process; something that would guarantee improved staff performance as
highlighted by Patten in the preceding paragraph, this is far from the case because of some
deviations in the implementation of the appraisal system in the Uganda public service.

As proposed by Patten, an effective performance appraisal system is supposed to be a regular
and routine evolving process and not an event that occurs once a year. Carrying out
performance appraisal on a regular and routine basis allows the supervisor to provide
informal feedback to the employee about their performance and by critiquing performance as
it occurs can be an important motivator because it helps staff members redirect negative
behavior or actions before they become a major problem.

An evaluation of the current performance appraisal system in local government reveals that
public service performance appraisals are not regular and routine. An appraisal system that is

not regular and routine cannot serve the role of enhancing performance in an organization as
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Eisten (1999) notes that a truly good appraisal is actually a summary of what has been
happening on an on-going basis between appraisals. If it is left to review once or twice a year,
all the opportunities to support and guide the employee to improve get missed. Managers and
supervisors need to be engaged in the idea that managing people and being managed-is a
constant. Providing employees with regular and routine feedback on their performance can

help them to continue to develop and improve their performance.

The same evaluation reveals that performance appraisal in the Uganda civil service is
synonymous with filling the appraisal forms and it was viewed as “tick the box” exercise and
there was neither communication nor feedback given to the employees on their performance.
Once the forms were completed, they found their place in the personnel officer’s closets and

were never looked at again till the next appraisal period.

The failure to provide feedback to employees about their performance undermines whatever
beneficial and positive outcomes that the appraisal process would have brought to the
employee and the organization because Antonion David (2002) has noted that part of the
appraisal system is the actual communication of performance assessment to the employees as
this provides an opportunity to the employee to answer any questions they may be having on
the assessment and later the manager and the employee can meet again and develop a plan
aimed at improving performance and reaching agreed-upon goals for the following review

period.

The emphasis laid on filing the appraisal forms during the appraisal process by the public
service as revealed in the study done by the Ford Foundations can sometimes be counter-

productive to the realization of the goal of performance improvement by the appraisal
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process. Commenting on how focusing much on filling the appraisal forms cannot be helpful
in achieving performance improvement using the appraisal process, Sprangins Ellyn (2000;
96) observes that; “Performance appraisal isn’t about the forms (although, often manager and
human resource managers treat it as such).The ultimate purpose of performance appraisal is
to allow employees and managers to improve continuously and to remove barriers to job
success .In other words, to make everyone better. Forms don’t make people better, and are
simply a way of getting basic information for later reference. If the focus is getting the forms
done without thought and effort, the whole process becomes at best a waste of time and at

worst insulting”.

According to Edward Lawler (2012), performance appraisals are one of the most frequently
criticized talents management practices. The criticism ranges from their being an erroneous
waste of time to their having a destructive impact on the relationship between managers and
their subordinates. It is against the above background that Lawler recommends complete

abandonment of the process.

The problem of abandoning them is that they are vital to effective talents management. |
can’t imagine a company doing a good job of managing its talents without gathering
information about how well individuals perform their jobs, what their skills and knowledge
are, and what their responsibilities and performance goals are, for the future. This type of data
is simply fundamental to the effective management of the talent of any organization. In short
therefore, the death of performance appraisal as insinuated by Lawler (2012) is not yet
occurring and is unlikely to occur. The obvious conclusion is that organizations will continue
to do appraisals despite the shortcomings and criticism of them that appear in the

management literature. In my opinion, organizations have no choice. Instead of wasting time
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debating whether to eliminate appraisals, we should be talking about how to make them more
effective.

From the a foregoing literature about the impact of the performance appraisal system and
process on staff, it is evident that the kind of appraisal system that an organization adopts and
the process it follows when conducting it has a strong bearing on the realization of the goal
of performance improvement. As Olson (2001) has observed that although the appraisal
format may be key to the best appraisal systems in the world won’t really be effective if the

appraisal process is not handled efficiently, professionally and with long-term care involved.

2.3 Impact of Performance Based Pay on Staff performance.
Employers appraise performance for a number of reasons. Performance appraisals are
frequently used to support HR decisions involving merit increases, promotions, termination,

and layoffs.

Employers that plan to use a merit pay plan must have a performance appraisal system that
effectively and accurately assesses employee performance that the employer wants to reward
and is capable of differentiating among different levels of performance. Merit pay decisions
not based on an accurate and fair performance appraisal system can lead to charges of
discrimination, as well as employee dissatisfaction with the pay system. Performance
appraisals also can be used to: motivate employee performance and improve productivity,

facilitate employee growth and development, and identify current and future training needs.

Increasingly, companies are seeking ways to include employee pay as an element in the
strategic planning process. Pay should probably be a cornerstone of strategy if management is

committed to using pay as an incentive and a reward for desired levels and directions of
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performance (Sears, 1987:198). It has become increasingly common for managers to
advocate that pay should be linked to performance, to provide motivation and feedback.
Employee good performance awards can lead to definite improvements if the culture is right
(Macaulay & Cook, 1994). Walters (1995:117) recommends that, the purpose of performance
related pay should be to reinforce the performance goals and priorities determined by the
organization. If the performance pay system is aligned with the organization’s performance

needs, pay can become, in effect, the fuel that drives overall performance management.

According to Romanoff (1989), Organizations should show employees that being a good
performer is itself an accomplishment. He adds that good, solid performers are the backbone
of successful organizations - they should be valued, nurtured, recognized, and rewarded. In
other words, organizations should remember that achieving excellence in an excellent
organization calls for a stretch and therefore the need to measure excellent people on a
different scale, expect more from them, and when they deliver, be prepared to offer
commensurate rewards. Without these rewards, there is no incentive to make the extra effort.
Performance Related Pay is best described as the explicit link of financial reward to

individual, group or company performance (Armstrong & Murlis 1991).

An effective performance appraisal according to Patten (2007), should have rewards however
minimal, otherwise the appraisal will lack impact. The object of performance appraisal in this
context becomes that of identifying high performers for rewards as a way of motivating them

to perform even better.

Several rewards that can motivate employees to perform better have been proposed by

motivation theorists and among these are the monetary and esteem rewards that satisfy the
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extrinsic and intrinsic needs respectively (Herzberg, 1959). Performance based monetary
rewards include tangible rewards such as salary increments and other fringe benefits while
esteem rewards are related to psychological rewards like the status one gets in the
organization after getting a promotion, receiving praise and appreciation from one’s superiors

and the big titles that come along with the promotions.

Because of the centrality of rewards in the appraisal process, when developing an appraisal
system, organizations should always consider the connection between the appraisal and pay
increases, promotions or any other rewards because an individual’s work performance must
accompany a pay increase or promotion(or demotion or termination).

The impact of appraisal-based rewards on performance have been acknowledged by
Antonioni(2002),who observed that through appraisal, outstanding performers receive some
monetary rewards for their exceptional performance and for under performers who might not
have been rewarded in any way, after receiving a copy of the appraisal for their reference,
they come to know how their poor performance impacted their salary, compensation and
career, and next time they can ensure that their appraisal scores improve so that they can be

rewarded. Thus, through performance based rewards, performance can be improved.

The value of monetary rewards as work motivators was also acknowledged by management
theorists like F.W. Taylor who believed in economic needs motivation. According to Taylor,
workers would be motivated by obtaining the highest possible wages through working in the
most efficient and productive way. For Taylor, what the workers wanted from their
employers more than anything else was high wages. This approach according to Mullins

(2007) is the rational-economic concept of motivation.
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Emphasizing the value of esteem rewards on employee motivation and performance, Koziel
Mark (2000) notes that, if a manager genuinely praises an employee and does performance
appraisal honestly and accurately, he will not only gain respect but also motivate his or her
entire team to work harder and smarter. Through rewards such as promotions, performance

appraisal provides employees with recognition for their work efforts.

The power of social recognition has been long recognized as Antonioni (2002) notes that
there is evidence that human beings will even prefer negative recognition in preference to no
recognition at all. If nothing else, the existence of an appraisal program indicates to an
employee that the organization is genuinely interested in their individual performance and
development. This alone can have a positive influence on the individual’s sense of worth,

commitment and belonging.

According to Jack Welch, former CEO of General Electric, 20/70/10 rule for employee
performance, he observes that, essentially 20 per cent of employees are outstanding and
should be looked after as future leaders of the organization, 70 per cent are good and are
encouraged to improve, and 10 per cent are below current performance standards and are
encouraged to find a new position. For a company’s top performers, Welch said that the right
combination of rewards and recognition fosters a high performance work environment. He
adds that good managers know exactly how to motivate each of their employees, but
suggested a few specific strategies for rewarding excellence in the workplace. "Have small
celebrations for every little victory on the way to reaching your goal,” he advised. "Excite
people. Send them to training. The day you become a leader, your job is to take people who

are already great and make them unbelievable” Romanoff (1989, 213).
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Despite the positive impact on staff performance that can be brought about by performance
appraisal-based monetary and esteem rewards as has been revealed in the preceding
paragraphs, several management scholars warn that such appraisal-based monetary and
esteem rewards can be counter-productive on staff performance. Patricia King (2001) has
argued that, the goal of performance appraisal should be more than an opportunity to
document specific criteria for salary increases, promotions or disciplinary actions. Monetary
rewards can create a negative team environment and damage trust if employees perceive
them to be unfair. The best way to address this issue is to acknowledge any frustrations your
staff members have about not receiving monetary rewards and work with them to identify
performance goals that will likely result in monetary rewards in the future.

The result of the study conducted by Francis Boachie (2011), reveals that the effect of PBP
on employee performance was minimal and the motivational effect of merit pay was often

blunted by biased performance appraisal.

Marsden and French (1998) undertook research at the Inland Revenue on the impact of an
appraisal scheme linked to performance related pay. They found that the scheme had the
general effect of reducing motivation and teamwork. A new system of performance appraisal
introduced at Rother Homes was considered a major success (Langridge, 2004) and one key
element was separation of pay and bonuses from the appraisal system. Research into the link
between performance appraisal and financial reward was undertaken in 1995. That piece of
work concluded that there is no evidence to suggest that pay itself rewards motivation- more
over poor implementation of performance related pay can cause resentment and demotivate

staff (Audit Commission1995).
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Ronald R. Sims (2001), critiquing the rewards appraisal system argues that it is unfortunate
that many organizations still tie employee pay to appraisal results, which puts the employee
and manager on opposite sides. Employees in such systems tend to focus too much on the
money component and if the employees main purpose is to squeeze as much of an increase
out of the organization, and the managers try to keep increases as small, it becomes totally
impossible to focus on what ultimately matters over the long term, which is continuous
performance improvement and success for everyone. Employees in such a system can
become hesitant to reveal shortcomings or mistakes and as such a lot of difficult feedback can
get postponed or sugar-coated, or even worse, lied about on the appraisal form because
managers don’t want to put down in black and white that someone’s performance has been
below average and therefore they (manager) will be responsible for that person not getting a
pay increase or promotion. As a result, appraisals can lack objectivity and, therefore have
more personal rather than professional views included which could be detrimental because
the risk of creating anxiety during the build-up and a lack of motivation and productivity as

people anticipate the appraisal results can be high.

Likewise, Culbert (2012) observes that, another bogus element is the idea that pay is a
function of performance, and that the words being spoken in a performance review will affect
pay. But usually they don't. He believes pay is primarily determined by market forces, with
most jobs placed in a pay range prior to an employee's hiring. Raises are then determined by
the boss, and the boss's boss, largely as a result of the marketplace or the budget. The
performance review is simply the place where the boss comes up with a story to justify the

predetermined pay.
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The literature reviewed on the impact of performance based pay and esteem rewards on staff
performance presents a mixed picture. On the one hand, these rewards can enhance staff
performance but on the other, can serve the opposite purpose by inhibiting staff performance.
Such a mixed picture of rewards on staff performance calls for a cautious approach in
disbursing these rewards not just on the motivation of single employee but the entire team if
appraisal-based rewards are to continue serving the role of motivating staff to perform better
because as Antonioni(2002) noted, the traditional merit-raise process where performance is
rated, with the ratings tied to salary percentage increase grants, even poor performers are
affected by automatic raise in the cost of living, thereby creating perceived inequity and this
can lead to the loss of morale to perform of some staff.

Picking up this theme, Yukl (1994) suggests that research into what rewards people want
should be undertaken and incorporated into the performance appraisal system. This will be

explored further through the empirical research | have set out to do.

2.4 Impact of performance based training on staff performance

Most commentators on performance appraisal agree that identifying and implementing staff
training and skill development plans is a key outcome of performance appraisal process.
Performance is measured, and then from that, both the appraiser and appraisee agree on a
plan to improve performance. Indeed Robbie Kunreuther (2012) presupposes that, gathering
data, analyzing results and aiming for continuous improvement is a worthy endeavor. As a
Management practice it can help all stakeholders to see where they are and where they want
to be. Appraisal should focus on both short term issues and also long term career and indeed
training needs (Shelley 1999). Research by Wilson and Western (2000) suggest that

appraisers take the lead in determining the training and development needs of their
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employees. If this is the case, it is of concern, as personal developments requirements may

take a poor second place to immediate on the job requirements.

Lloyd L. Byers and Leslie W. Rue (2010) comment that, performance appraisal information
can go a long way to cater for individual and organizational training and development needs
through provision of requisite inputs.

The information obtained through performance appraisal can explicitly portray individual
employee’s strengths and weaknesses, which in turn will prove helpful to determine
organization’s overall training and development needs strategy. Judging from an individual
perspective, a completed performance appraisal should include a plan highlighting specific

training and developments needs.

Staff training explains the process of acquiring knowledge through curiosity to learn. Just like
learning, training is a mindset which has the anxiety to get information. Employee training
will increase the abilities and competency of staff. The abilities and competencies are helpful
in employee performance and productivity (Dixon 1999). In other words, training causes a
change in behavior and attitude because employees are formally taught how to do a particular
task better.

In the same way Leibowitz (1981) adds that training translates into increase in the skill

inventory level of an employee and this positively affects performance.

“It is morally wrong to give a person a leadership role without some form of training —wrong
for them and those who work with them” is a quotation by J. Adair a management consultant.
This quotation underscores the importance of staff training as a factor in enhancing

performance and it is for this reason that performance appraisal has as one of its objects the
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identification of employees who are not performing as expected and help them to improve
their performance by identifying their training and development needs and put plans in place
to address them. This is because performance appraisal is based on a good understanding of

the concept of human resources development.

The need for developing employee capabilities, the nature of capabilities to be developed, the
conditions under which these capabilities can be developed have to be appreciated. From the
point of view of the organization as a whole, consolidated appraisal data can form a picture of
the overall demand for training. In this respect, performance appraisal can provide regular
and efficient training needs assessment for the entire organization and this training can

eventually lead to an improvement in skills and performance.

The importance of staff training and development as a central factor in improving
performance finds expression in the words of Mullins (2007), who argues that; “One major
area of the human resource management function of particular relevance to the effective
management and use of people is training and development. Few would argue against the

importance of training as a major influence on the success of an organization.

The purpose of training is to improve knowledge and skills and to change attitudes. It is one
of the most important potential motivators .This can lead to many possible benefits for both
the individual and the organization. Staff training among other benefits can increase the
confidence, motivation and commitment of staff, provide recognition, enhanced
responsibility and the possibility of increased pay and promotion, gives a feeling of personal
satisfaction and achievement and broadens opportunities for career progression and helps to

improve the availability, quality, and skills of staff.”
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The importance of staff training and development on performance cannot be emphasized
better than it has already been in the words of Mullins in the preceding paragraph. What
needs emphasis is the role performance appraisal plays in making the need for staff training
and development necessary. Performance appraisal offers an excellent opportunity perhaps
the best that will ever occur for a supervisor and subordinate to recognize and agree upon
individual training and development needs. This is because, during the discussion of an
employee’s work performance, the presence or absence of work skills can become very
obvious even to those who habitually reject the idea of training. Performance appraisal can
make the need for training more pressing and relevant by linking it clearly to performance

outcomes and future career aspirations.

From the foregoing literature on the impact of performance based staff training, it is very
evident that staff training is a key element of improved organizational performance because it
increases the level of individual and organizational competence. It helps to reconcile the gap
between what should happen and what is happening and also between desired targets or
standards and actual levels of work performance. The importance of staff training and
development vis-a-vis performance can be summarized in the words of Sir Brian Wolfonson,
the Chairman of Investors in People UK who notes that; “Skills shortages are often the result
of short-termism and little or no analysis of present or future training needs....Keeping

skilled workers is one of the first business goals

2.5  Summary of Literature review.
This chapter has set out a literature review on performance and appraisal. It suggests that
there are significant weaknesses in both the theory and practice of performance appraisal, but

that if it is well planned and executed, the organizational benefits could be significant.
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The performance appraisal system being implemented in public service and indeed Manafwa
district appears to be lacking in many respects and significant omissions include frequency,

communication of purpose, guidance and training in use, and measurement of competencies.

From the literature review, and review of the current Performance appraisal system, three key
issues have emerged that will be examined through the research. These are; Design of the
system, delivery/execution of performance appraisal in terms of training and rewards system

and the effectiveness and credibility of the performance appraisal process.
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CHAPTER THREE

METHODOLOGY
3.1 Introduction
The purpose of this chapter is to describe the research methodology applied by the researcher.
The chapter presents the methodology which includes, the research design, study population,
sampling techniques, data collection instruments and methods, administration of instruments,
validity and reliability of instruments, data processing, analysis and presentation, and

measurement of variables.

3.2 Research Design

A research design is a plan of the methods and techniques to be adopted for the collection and
analysis of the data required in obtaining answers to research questions (Kothari, 2004). This
study adopted a descriptive study design. Kothari (2004) states that descriptive studies are
fact-finding enquires and their purpose is to describe the state of affairs as they exist at
present. Descriptive research describes the existing conditions and attitudes through
observations and interpretation techniques (Mugenda & Mugenda, 1999). Accordingly,
descriptive research design was used where respondents explained and described key issues
about the important variables of the study. The design was deemed appropriate because the
main interest of the study was to explore the viable relationship between the IV and DV. The
above descriptive design provided both qualitative and quantitative data from a cross section

of the chosen population.

In order to provide both qualitative and quantitative data from the chosen population, the
study adopted both qualitative and quantitative approaches (triangulation) because the

phenomenon under study had both quantitative and qualitative values. Qualitative methods
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are suitable for the collection of verbal data while the collection of numerical data requires
quantitative methods (Babbie, et. al 2003). The application of these two research methods
ensured that defects in one design were compensated for by the other. This research also
adopted a case study as one of the approaches to be used in qualitative research. Amin (2005)
argues that a case study is a kind of research design which involves making detailed study

cases often in their natural environment.

3.3  Study Population
This study population comprised employees of the District who were drawn from various
departments. Manafwa District Local Government has approximately 2200 employees

(Manafwa human resource report 2011).

3.4  Sampling Techniques

The study adopted stratified random sampling Technique which is one of the probability
sampling techniques because the study population was considered heterogeneous and the
method gave every item in the population equal chance of being selected. This reduced he
researchers’ bias thus increased the validity and reliability of findings. The researcher also
used purposive sampling method especially for heads of department and human resource

officers because of their special role in as far as appraisal is concerned.

3.5  Sample size and selection
Before the study was conducted, it was necessary for the Researcher to decide whether to
study Manafwa staff in the above population in its entirety or to do a sample of the

workforce.
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Wegner (2001: 169) argues that it is not always practical to gather data on every possible
observation in the population. If this is the case, then observation from a subset of the
population, called a sample is usually gathered on random basis.

Leedy and Ormrod (2001:211) cite that “the sample should be carefully chosen so that
through it, the Researcher is able to see all the characteristics of the total population in the

same relationship that they would be, had the Researcher inspected the total population”.

From the population of 2200, a sample of 670 was taken from all departments using
purposive and stratified random sampling which gave each item in the population equal
probability of being selected. The sample size was determined using Morgan and Krejcie
(1970) table for determining sample size from a given population, (Barifaijo, Basheka and
Oonyu, 2010:77). Random selection was done objectively by means of random number
tables. The use of the simple random sampling technique to select the final study sample was
justified on the ground that, all employees were given equal chance of being included in the
study sample. This reduced the researcher’s bias during sample selection thus, increased the
validity of findings. Selection of 670 respondents was considered representative, cheaper, and

cost effective besides the limited time the analysis was to be done.

Choice of stratified sampling was justified on the grounds that the study population was not
homogenous in terms of characteristics because they fall in different departments, had
different job descriptions and facilitation making it necessary to put them in different strata.

For details regarding sample size and sampling techniques used, refer to table 3.1 below;
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Table 3.1: The distribution of the sample size of the 670 is shown below.

Department POPULATION | SAMPLE | SAMPLING

SIZE SIZE TECHNIQUES
Boards and commissions 10 10 purposive sampling
Administration 130 97 Radom/stratified sampling
Health 170 118 Radom/stratified sampling
Education 1745 313 Radom/stratified sampling
Community Based services 45 40 Radom/stratified sampling
Finance 40 36 Radom/stratified sampling
Works 9 9 purposive sampling
Production 45 40 Radom/stratified sampling
Natural resources 7 7 purposive sampling
TOTAL 2156 670
Source: Manafwa District Human Resource report (2011)

Sampling Frame

The sampling frame for this study was the staff list provided by the personnel section. Staff

from various departments were sampled because they were involved in the day to day

running of the district local government and a sizeable number of them were working in the

capacity of administrators and directly influenced staff performance. Key informants in this

study were; the Chief Administrative Officer Heads of Departments, and staff of personnel

section. These key informants were interviewed on the basis that they play a central role as

far as staff performance appraisal is concerned.
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3.6  Data Collection Methods
The researcher used the following methods for data collection; Questionnaire surveys,

interviews and documentary review.

3.6.1 Questionnaire survey

The questionnaire was the primary data collection instrument. The questionnaire was
administered through drop and pick method to the officers. Wegner (2001:17) argues that, the
design of a questionnaire is critical to ensure that the correct research questions are addressed
and that accurate and appropriate data for statistical analysis is collected. Accordingly, the
questionnaire for the study was designed and took into consideration the three objectives of

the study.

The questions were designed to collect both qualitative and quantitative data. The researcher
collected data through questionnaires because of the low cost involved even when the sample
size was large and widely spread, geographically. This method also ensured that data
collected was free from the researchers bias because answers were in the respondents own

words and respondents had adequate time to give well thought out answers.

3.6.2 Interviews

The researcher also used semi-structured interviews as a method of data collection. In semi-
structured interviews, the researcher had a list of themes and questions that were to be
covered, although they varied from respondent to respondent as suggested by Saunders
(2003).

The choice of semi-structured interviews as a method of data collection was justified on the

grounds that the study being qualitative in nature required an intensive interaction with
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informants in order to gain better insight into the research issues and a collection of detailed
and in-depth information. This was applied to heads of departments, personnel staff, and the

chief administrative officer.

3.6.3 Documentary review

The adoption of documentary review and analysis as a method of data collection was justified
on the grounds that the research problem had a time dimension (2007-2012) and this means,
reviewing of some documents that relate to the issues under study would supplement the

information obtained through interviews.

3.7  Data collection instruments

3.7.1 Interview schedule

An Interview schedule was used as a data collection instrument where open-ended and
partially categorized questions were asked. The choice of the interview schedule as a data
collection instrument was dictated by the fact that the study design was both qualitative and
quantitative in nature. The open ended questions characteristic of interview schedules
allowed probing more deeply into issues of interest being raised and also issues not
previously thought of when planning the study were explored, thus providing valuable

insights into the research problem.

3.7.2 Questionnaires

A questionnaire as a data collection instrument was dictated by the fact that the study design
was both qualitative and quantitative in nature. The questionnaire being the primary data
collection instrument was administered through drop and pick method. The questionnaires

were designed to collect both qualitative and quantitative data. The type of questions in the

46



questionnaire were both close ended and open that is to say, questions that required short
answers and those that required respondents’ opinions. This was an inexpensive way of
gathering information, and allowed participants to answer questions honestly because their

privacy was guaranteed.

3.7.3 Document Checklist

For documentary analysis, the interviewer used a checklist to determine documents of
interest.

Documentary review gave the researcher a structure and a framework for reviewing relevant
documents to compliment other information and facilitate the understanding of how things
happen and work. Documents such as staff list, performance appraisal reports and general
departmental reports were reviewed and observations made as to the level of staff

performance in the District.

3.8 Validity of Instruments
Leedy et.al (2001:98) argues that validity of a measurement instrument is the extent to which
the instrument measures what it’s supposed to measure. It takes different forms each of which

is important in different situations.

To ensure validity of the instruments, various copies of the instrument were given to
Research Supervisors, other human resource management Consultants and Researchers for
further analysis to point out areas in which the instrument was deficient and on the basis of
their expert opinion, various changes were made to the instruments so as to increase their

validity.

47



In addition, to ensure content validity, the researcher constructed data collection instruments
with adequate number of items and made sure that each item or question on the scale had a
link to the objectives of the study and ensured that all items covered a full range of issues
being measured. In interviews, the researcher used simple language and clear instructions

appropriate to the respondents.

3.9  Reliability of Instruments

Once again Leedy et.al (2001:99) explain that the reliability of a measurement instrument is
the extent it yields consistent results when the characteristic being measured has not changed.
In other words, reliability is the degree to which an instrument measures the same way each

time it is used under the same conditions with the same subjects.

In order to ensure the reliability of the interview guides and questionnaires as data collection
instruments, the researcher applied the Test-retest technique of testing reliability where the
data collection instruments was administered on the Staff of Manafwa district that were not
included in the study sample on different occasions. The researcher pre-tested the
questionnaire on 10 randomly selected respondents (not the actual respondents) from each of
the departments for the Pilot Study two times at different occasions. This helped the
researcher to ascertain the face reliability of the instruments. This was done using Cronbach’s
Alpha test of reliability and the closer the alpha was to 1, the more reliable the tool was.

The results of these repeated administrations were compared to see whether they were similar
or not. This helped the researcher to determine the extent to which the same instruments
yielded the same results on different occasions.

The reliability for pre-test and post-test results are shown in the Table 3.2 below;
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Table 3.2 Cronbach’s Alpha test for reliability of data collection instruments

Cronbach's
Post test Cronbach's Alpha
Variable Alpha at pre-|N of Items
Based on Standardized Items
test
Performance appraisal process |.878 10 878
Performance based rewards 935 10 934
Performance based training .955 10 .955
Staff Performance of Manafwa).831 10 .830
district

From the reliability results in Table 3.2 above, the variable performance appraisal process
had an alpha coefficient of 0.878 at pre-test which remained 0.878 at post-test while,
performance based rewards had an alpha coefficient of 0.935 at pre-test which was
standardized to become 0.934 at post-test. At pre-testing, performance based training had a
coefficient of 0.955 which was standardized to 0.955 at post-test and staff performance in
Manafwa had 0.831 at pre-testing and later standardised to 0.830 at post-test. All the
coefficients revealed a very high consistency of the items at pre-test. However some of the
questions in the questionnaire were rephrased and others removed while putting new ones.
Thus, the coefficients at post-test improved and therefore the internal consistency of the

parameters hence, reliability of the information collected.

3.10 Data processing, Presentation and Analysis
The study being both qualitative and quantitative, the researcher used both qualitative and

guantitative data analysis techniques. It included analysis of data to summarize the essential
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features and relationship of the data in order to generalize from the same. Before processing

the outcome, the completed questionnaires were edited for completeness and consistency.

Quantitative data was analyzed using descriptive statistics specifically frequency distributions
tables with the view to ascertain the number of times values of a given variable had occurred
and on this basis a relationship between the independent and dependent variables
ascertained.

Qualitative data was analyzed using content analysis where the respondents’ views on the
contribution of performance appraisal on staff performance were coded and categories
constructed, analyzed and rich narratives and descriptive summaries of what the respondents
said was presented. Qualitative analysis using content analysis helped to supplement the
quantitative data which facilitated interpretation of the data and made arriving at conclusions

easier.

The organized data was interpreted on account of concurrence and standard deviation to the
objectives of the study using a computer package; SPSS.
In testing the hypothesis, the study used correlation analysis to determine the relationship

between the two variables as recommended by Onen (2008).

3.11 Measurement of variables
The researcher used correlation and multiple regression analysis so as to determine the
relationship between the employee performance (dependent variable) and performance

appraisal (independent variable).
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The multiple regression equation was;

EP=ao+axi+bxo+cxs+ €

Where;
EP= Employee Performance
Ao,=Constant
Ab and c= Regression Coefficients
Xi1=Performance appraisal processes
Xo=Performance based pay
Xs=Employee training

¢ =Error term

3.12 Summary of Methodology

This chapter set out the methodology that was adopted to undertake the research. A
descriptive approach, usually associated with qualitative research was adopted. Overall, the
research strategy was to develop a case study. The sample size was 670 arrived at by the use
of purposive, stratified and simple random sampling techniques. The key methods and
instruments of data collection used were face to face interviews and questionnaires. Ethical

considerations were addressed, with the key issue being confidentiality.
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CHAPTER FOUR

DATA PRESENTATION, ANALYSIS AND INTERPRETATION OF FINDINGS

4.1 Introduction

This chapter presents the analysis and interpretation of the findings obtained from the study,
objective. The study particularly aimed at assessing the contribution of performance
appraisal process on staff performance in local governments in Uganda.

The study was guided by the following objectives;

To establish how the performance appraisal system and process adopted by Manafwa district
and its impact on staff performance.

To find out the impact of performance based pay on staff performance in Manafwa District.

To assess the impact of performance based training on staff performance.

4.2  Response Rate

Questionnaires were handed out to 670 employees of Manafwa District and the respondents
were requested to return them by 31 November, 2012. Six hundred and four questionnaires
were returned, which represent a response rate of 90%. The researcher was able to interview
all key informants thus 100% response rate. Table 4.1 shows the response rate (questionnaire

survey) by department.
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Table 4.1 Response according to departments

Department Expected response | Actual response Percentage
Administration 97 91 94%
Finance 36 32 89%
Natural Resources 7 7 100%
Education 313 276 88%
Community Based 40 35 87.5%
Engineering 9 9 100%
Production 40 35 87.5%
Health 118 109 92%
Boards and Commissions 10 10 100%
Total 670 604 90%

Source: Research data

From Table 4.1, it can be seen that a fair spread of responses were received from different
departments within the District. It is also noted that the majority of the respondents came
from Education Department because it’s the biggest department in the district with about
1890 employees.

From the table above, the greatest proportion 276 (46%) of the respondents belonged to the
Education department, followed by those from the Health department with 109 (18%) and the
District Administration department had 91 (15%). The Table further illustrates that 1.7% of
the respondents were from the Boards and Commissions department, 5.8% were from the
Community based services department, 5.8% from production department and 1.5% from
engineering department. Natural resources had 1.2% while finance had 5%. This shows that
the education and health departments had more employees than the other departments in

Manafwa District. The overall response rate was therefore 95%. The study was
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representative because most respondents selected in departments at Manafwa District Local

Government gave their views in regards to the performance appraisal and staff performance.

4.3  Results on background characteristics of respondents.
The researcher investigated some demographic characteristics of the respondents to generate
a more accurate picture of the group of persons at Manafwa District Local Government who

are responsible for staff performance.

4.3.1 Gender of Respondents

The gender of the respondents was captured and categorized into male and female. The
gender was captured to establish the participative level and responsive generic concern of the
respondents.

Table 4.2: Gender of respondents

Gender Frequency Percent
Male 264 43.7
Female 340 56.3
Total 604 100

Source: Research data

From the findings in Table 4.2 above, the majority of the respondents were female with a
response rate of 340 (56.3%) while 264 (43.7%) males employees participated. This shows
that more females participated in the study than the males, implying that there are more

female employees interested and committed to their work than their male counterparts.
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4.3.2 Age of Respondents
The age distribution of the respondents was also captured to ascertain whether they were too
old to work and bring about good performance in the local government or they were fit for

work as illustrated in Table 4.3 below;

Table 4.3: Age of respondents

SN Age Frequency Percentage
1 Below 30 years 182 30.1
2 31-55 years 358 59.3
3 Above 55 years 64 10.6
4 Total 604 100

Source: Research data

From Table 4.3 above, (64) 10.6% of the respondents were above 55 years of age. Those who
were between 31-55 were (358)59.3% while (182) 30.1% were below 30 years of age.
Analysis of Table 4.3 clearly indicates that majority of respondents were mature, energetic
and motivated to perform their duties effectively and efficiently. This implies that the
majority of the employees at Manafwa District Local Government are in their youthful age
and thus the district still has an advantage of developing and retaining them and thus improve

performance if their concerns are properly addressed.

4.3.3 Level of education
The researcher was interested in the level of education of respondents in order to establish
whether employees had the minimum job requirements and skills to perform their duties as

detailed in the job description manuals.
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Table 4.4: Level of Education

Frequency Percent
Diploma 168 28
Degree (undergraduate) 140 23
Degree (postgraduate) 94 16
Certificate 202 33
Total 604 100.0

Source: Research data

From Table 4.4 above, majority of the respondents were certificate holders mainly teachers,
followed by diploma holders in different fields. Those who had attained postgraduate
qualifications represented 16% while those with degrees constituted 23% of the respondents.
Other qualifications included Certificates in administrative law, certificate in public
administration and CPA. This shows that the respondents were reasonably educated and
therefore expected to perform their duties efficiently and effectively. This also implies that
majority of employees of Manafwa District Local Government were qualified to understand

the contribution of performance appraisal to staff performance in the district.

4.3.4 Period of Service

Another category the researcher used to find out the background information of the
respondents was the period of service. The researcher intended to find out how much time
the respondents have worked in the Local Government Service of Uganda to ensure that the
respondents actually had knowledge and confidence about what they were talking about. The

findings from this category are as stated in the Table 4.5 below.
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Table 4.5: Response by Years Employed

Years Employed Number Percentage
0-3 years 136 22.5%
4-6 years 120 19.9%
7-11year 186 30.8%
More than 11 years 162 26.8%
Total respondents 604 100%

Source: Research data
Table 4.5 reflects the number of years the respondents had been employed in service.
e The majority of responses(30.8%) had been employed for more than 7 years
e 19.9% of the respondents had been employed for less than 6 years.
e 22.5% of the respondents had been employed for less than 3 years
This implies that more than half the employees at the District had worked for the Uganda
Local Government Service for a period of over 7 years which is an indication to the

researcher that the information given by respondents during the study may be reliable.

4.3.5 Number of Performance Reviews Held

The researcher was also interested in the number of performance appraisals each respondent

had had in order to ascertain the impact it had on staff performance.
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Table 4.6: Response by Number of Performance Reviews

S/IN Number of performance appraisal Number Percentage
reviews

1 1 80 13.2%

2 2 60 9.9%

3 3 218 36%

4 More than 3 246 40.7%

5 Total respondents 604 100%

Source: Research data

Table 4.6 indicates the number of performance reviews that respondents had at the District.

= Majority of respondents (76.7%) had been exposed to performance reviews for more than
3 times.

= 13.2 % of the respondents had been exposed to only one performance review.

= 9.9% had been exposed to only 2 performance reviews.

Analysis of the above findings indicates that majority of the respondents had had more than
three appraisals and therefore the researcher was dealing with respondents who could
adequately assess the contribution of performance appraisal process on staff performance
given their practical experience. This finding further reveals that employees of Manafwa
District appreciate PA as a management tool used to control staff performance thus, the high

level of involvement.

4.4  Empirical Findings on the Substantive Objectives

The results of section B of the questionnaire are presented below;

The questions from section B were designed to address the research questions
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4.4.1 Research Question Number One: How does Performance Appraisal Processes
Impact on Staff Performance in Manafwa District
This subsection focused on the various processes involved in performance appraisal and how

they impacted staff performance.

4.4.1.1 Involvement of Employees in Setting Strategy

An effective performance appraisal process should enable and empower all employees to
implement strategic objectives of the organization successfully. In this subsection, emphasis
was on determining whether a strategic plan exists at the district and the degree to which
individual performance is linked toward achievement of the district strategic objectives.
Table 4.7 shows the respondents opinions on the extent to which Manafwa District strategic
objectives are clear and the extent to which individual and District goals are achieved through
the current performance appraisal process.

Table 4.7: Involvement of Employees in Strategy

Involvement in strategy Strongly Agree | Agree Disagree | strongly
Disagree

Manafwa has a defined vision, | 280 (46%) 324 (54%) 0 0

mission & values

Manafwa shares its strategic | 224 (37%) 338 (56%) 32 (5%) | 10 (2%)

objectives with employees

| strive to achieve the strategic | 268 (44%) 324 (54%) 12 (2%) |0

objectives of the District

| am clear about how my roles fit | 206 (34%) 320 (53%) 40 (7%) | 38 (6%)

into the district strategic objectives

My supervisor defines my duties | 242 (40%) 320 (53%) 22 (4%) | 20 (3%)

and responsibilities

| set clear objectives for my | 232 (38%) 312 (52%) 46 (8%) | 14(2%)

subordinates in line with district

strategy.

Source: Research data
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An analysis of Table 4.7 indicates the following:

All respondents agreed that Manafwa has a clear vision, mission and values.

93% of respondents agreed that Manafwa shares it strategic objectives with employees. 98%

of respondents agreed that they strive to achieve the strategic objective of the district. 87% of

the respondents agreed that they are clear about how their roles fit in the district strategic

plan. 93% of respondents agreed that supervisors define their duties and responsibilities, and

90% of respondents agreed that managers set clear objectives for their staff.

From Table 4.7, it is evident that most of the respondents agree that Manafwa incorporates its

strategic objectives into their performance appraisal process. With such clear information, it

is expected that employees perform with a view of realizing their individual goals as well as

district strategic objectives.

Table 4.8 shows the respondents opinions on the extent to which clear goals and performance

measures have been established.

Table 4.8: Defining Performance Objectives

SN | Defining Performance Objectives | Strongly | Agree Disagree | Strongly
agree disagree

1 |1 have a chance to influence my | 134 (22%) | 368(61%) 84 (14%) 18 (3%)
performance goals and standards

2 | Individuals’ performance goals are | 142 (24%) | 238 (39%) | 168 (28%) 54 (9%)
reached by agreement between
supervisors and staff

3 | The goals set for me are in line with | 218 (36%) | 284 (47%) | 80 (13%) 22 (4%)
the district strategy

4 || participate in setting deadlines for | 168 (28%) | 248 (41%) | 134 (22%) 54 (9%)
achieving my goals

5 | My manager and | initially agree on | 140 (23%) | 186 (31%) | 186 (31%) | 92 (15%)

how my performance will be

measured

Source: Research data
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An analysis of Table 4.8 indicates the following;

83 % of respondents agree that they have the opportunity to influence the performance goals
and standards. 63 % agree that the individual goals are reached by agreement between staff
and managers. 83 % agree that goals set for them are in line with the District strategy. 69 %
agree that they participate in setting deadlines for achievement of the goals. 54 % agree that

their managers and they mutually agree on how their performance shall be measured.

From Table 4.8 it is evident that most of the respondents agree that goals of performance
measures have been established with the involvement of the employees. Such staff
involvement enhances a spirit of ownership thus high level of motivation.

Table 4.9 shows respondent’s opinion as to whether the performance improved as a result of

feedback and reviews.

Table 4.9 Performance Appraisal Review and Feedback

SN | Performance Appraisal Strongly Agree Disagree | Strongly
agree disagree

1 My performance is measured as | 160(26.5%) | 202(33.4%) | 164(27%) | 76(12.6%)
per agreement reached with my
manager

2 My manager continuously reviews | 160(26.5%) | 190(31.5%) | 140(23%) | 114(19%)
my performance

3 Performance problems are | 150(25%) | 230(38%) | 128(21%) | 96(16%)
identified and action plans put in
place to eliminate them

4 My manager is constructive | 186(31%) | 260(43%) | 98(16%) | 60(10%)
during performance appraisal

5 Managers provide a conducive | 124(21%) | 286(47%) | 134(22%) | 60(10%)
environment to openly discuss my
performance related problems
during appraisal

6 | am given a written feedback | 176(29%) | 216(36%) | 120(20%) | 92(15%)

61



about my performance

7 I receive adequate | 96(16 %) | 140 (23%) | 204(34%) | 164(27%)
acknowledgement and recognition
for my contribution and excellent
performance

8 Manafwa has a fair process of | 190(32%) | 220 (36%) | 116(19%) | 78(13%)
evaluating employee performance

9 Managers focus on performance, | 202(33%) | 270 (45%) | 80(13%) 52(9%)
not personality during
performance appraisal

10 | I set clear performance objectives | 208(34%) | 154 (26%) | 156(26%) | 86(14%)
for my subordinates in line with
the district strategy

Source: Research data

An analysis of Table 4.9 indicates the following;

60% agree that their performance is measured as per agreement reached with respective
managers. 58 % agree that management reviews performance on a continuous basis. 63% of
the respondents agree that performance problems are identified and action plan put in place to
eliminate them. 74% agree that management is constructive while conducting performance
Appraisal. 68% agree that managers provide a climate that is conducive to openly
communicate performance related problems. 65% of employees agree that they receive a

written feedback about their performance.

Similarly from interviews conducted, the responses show that employees always accept
feedback in a positive sense as this is the way they can identify their strength and
weaknesses. Employees like to know how they are doing. Feedback is the only process
through which employees get a chance to improve. It is the responsibility of the manager to

give some developmental reviews which employees should undertake to perform better next
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time. Managers should discuss any improvements and disappointments very clearly to the
employees in every performance appraisal process.

39% agree that they receive adequate acknowledgement and recognition for their
contributions and excellent performance. 60% of respondents acknowledge that the district
has a fair performance appraisal process in place. 62% agree the managers focus on
performance and not on personality. 60 % agree that they set their performance objectives for

their subordinates in line with the District Strategy.

From the Table 4.9, it is clear that just more than half of the respondents agree that the
performance appraisal system has improved employee motivation and performance through

continuous feedback and reviews.

This seems to be in total agreement with the findings obtained through structured interviews.
It is seen from the responses that employees were generally happy with the current appraisal
process because it was designed to help them grow and develop within the organization. It
provided them with the necessary guidance to improve their performance and other key skills
in the job. The respondents stated that it led to healthy competition amongst employees. For
example respondent 6 explicitly stated that, < the current appraisal process is very
comprehensive as it focuses on our accomplishments, strength/growth, improvements and
development needs and plans training needs and other certifications and potentially career
interests. It also rates employees based on people leadership, effective communication and

customer centricity’’.

63



4.4.2 Research Question Number Two: The Contribution of Performance Based Pay

on Staff Performance in Manafwa District

Table 4.10: Respondents’ Opinion about Performance Based Pay

1| The most important reward
performance is in monetary terms

for

138
(23%)

218(36%)

184(30%)

64(11%)

2 | I believe am rewarded fairly

80(13%)

138(23%)

230(38%)

156(26%)

3 | Manafwa performance appraisal system is

62(10%)

140(23%)

248(41%)

154(25%)

fair in delivering annual salary increments

Source: Research data

An analysis of Table 4.10 above indicates the following;

59% agree that the best reward for their performance is that of financial rewards in monetary
terms. 36% agree that they are rewarded fairly for their performance. 1/3 agree that the
performance appraisal system at the district is fair in determining annual salary increments

based on performance appraisal results.

The general response under this section from the interviews revealed that employees are
motivated to perform well in the District. High motivation to perform well would give them
bonuses and recognition; hence they take extra effort to give excellent performance. Indeed
one respondent pointed out that, <’ the performance appraisal process gives rewards in form
of bonus and also recognition on organizational level. This motivates me to work towards my
improvement areas hence improved organizational performance’’.

From Table 4.10 above and the qualitative data collected, its’ clear that employees have a
mixed feeling about performance based pay as some believe that they are not rewarded fairly

for their performance.
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4.4.3 Research Question Number Three: The Contribution of Employee Training to
Staff Performance in Manafwa District

The other important component of performance appraisal processes according to Armstrong
(1994: 42) is development of employee work related skills, knowledge and experience, and
rewards and recognition.

This sub-section is aimed at determining whether the performance appraisal processes aid the
improvement of employee performance through training.

Table 4.11 below shows the respondents opinions as to whether employee performance

improved as a result of development and training.

Table 4.11: Employee Training Plan
s/n | Development plans Training Strongly | Agree Disagree | Strongly
agree disagree

1 | I am given opportunity to learn and | 168 (28%) | 248(41%) | 136(23%) | 52 (9%)
develop to expand my career
options

2 |1 know what skills and | 228 (38%) | 352(58%) | 18 (3%) | 6 (1%)
competencies are essential to
perform my job

3 | My manager and | have conducted | 180 (30%) | 230(38%) | 140(23%) | 54 (9%)
a gap analysis

4 | | have attended a training program | 176 (29%) | 226(37%) | 142(24%) | 60 (10%)
as a result of performance
appraisal

Source: Research data

From Table 4.11, the findings reveal the following;

69% agree that they are given opportunity to learn and develop in order to expand their career
options. 96% agree that they know what skills and competencies are essential for them to
perform their jobs. 68% agree that a gap analysis was been conducted between them and their
respective managers in order to highlight on the potential opportunities for improvement of
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their skills and knowledge. Just less than 2/3 agree that they have not attended a performance

appraisal training program.

The results derived from Table 4.11 above, are substantiated by results of structured
interview where the respondents were asked whether performance based training enhanced
staff performance. The overall response in this context was pretty positive. The respondents
thought that performance based training formed an important element in the appraisal
process. However, one respondent highlighted a different point where training was not
provided. The training program helped them to understand the organizational objectives and
function well. All the respondents were satisfied with the training program because it helped

them to enhance their skills in the job.

For example one respondent said that “the formal appraisal process should include the
training and development program. The main objective of an appraisal process is to showcase
where an individual starts from, the performance and organizations’ expectations point of
view, and what their development needs and outputs for the upcoming year, are. The training
programs help an individual to enhance their abilities and acquire the required skills to meet
their expectations or goals set for them by management and also help them to grow in the

organization’’.

From Table 4.11 above and qualitative data analysed, its’ clear that majority of employees

believe that they have benefited from some kind of performance based training in order to

widen their career options and also enhance job related skills.
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44.4 Suggestions for Employees on Improving the Current Performance Appraisal

Process

The last part of the questionnaire allowed respondents to voice any other comments regarding

the current appraisal process. Table 4.12 shows the suggestions and comments for improving

the current appraisal process in Manafwa.

Table 4.12 Respondents Suggestions on how to Improve the Current Appraisal Process

1 | The district should have a separate grading system for professionally qualified personnel
who function as specialists

2 | The district does not have a dynamic system for individual performance. It should start
with team based performance appraisal process.

3 | The current appraisal process does not accommodate the freedom for managers to
reward the different levels of performers at different salary scales because annual
increments are pre-determined.

4 | Performance appraisal should be done on quarterly basis to maximize performance
improvement opportunities.

5 | The performance appraisal process should be tailor-made for different departments when
measuring the various disciplines within the district

6 | At the district there seems to be little connection between performance and remuneration

7 | Top management/leadership should have input into evaluating the performance of an
individual employee together with the individual manager.

8 | Performance appraisal should occur more regularly in the engineering department.

9 | The current performance appraisal system does not recognize expertise and experience
sufficiently, but is based on management level.

10 | Management and employees should have the same understanding of performance
appraisal.

11 | Outside influence on individual performance should be excluded with reachable
objectives.

12 | Recognize and reward performance accordingly.

13 | Managers should respect their subordinates during the appraisal process.

Source: Research data
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The findings as presented in Table 4.12 indicate that most respondents recommended that the
current performance appraisal process should be improved in such a way that, it becomes
more participative and involving, be closely linked to some kind of reward system but
important also, is the need to design performance based capacity building programs to

enhance staff job related skills.

445 Correlation and Regression Analysis

The researcher wanted to find out the relationship between employee performance which was
the dependent variable and the independent variables; performance appraisal process,
performance based pay, and employee training. Details are in Table 4.13 below

Table 4.13.1: Correlations between Performance Appraisal Process and Staff

Performance
Performance

appraisal process Performance
Performance appraisal Pearson Correlation 1 0.603"
process Slg (Z'ta”ed) 000
Staff Performance Pearson Correlation 0.603" 1
**_Correlation is significant at the 0.01 level (2-tailed).
a. Listwise N=412

The correlation results (r=0.603., p<0.01) showed that performance appraisal process affected

staff performance. There was a high positive relationship.
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Table 4.13.2: Correlations between Performance Based Pay and Staff Performance

Performance
based pay Performance
Performance based pay Pearson Correlation 1 0.548™
Sig. (2-tailed) 000
Staff Performance Pearson Correlation 0.548" 1
Sig. (2-tailed) 000

**_Correlation is significant at the 0.01 level (2-tailed).

a. Listwise N=412

The correlation results (r=0.548., p<0.01) showed that performance based pay moderately

affected staff performance.

Table 4.13.3: Correlations between Performance Based Training and Staff Performance

Performance
based training Performance
Performance based training |Pearson Correlation 1 0.734"
Sig. (2-tailed) .000
Staff Performance Pearson Correlation 0.734" 1
Sig. (2-tailed) .000

**_Correlation is significant at the 0.01 level (2-tailed).

a. Listwise N=412

The correlation results (r=0.734., p<0.01) showed that performance appraisal process affected

staff performance with a high positive relationship.

Table 4.14: Shows a Summary of Correlation Analysis

Performance Performance appraisal | Performance Performance based
appraisal processes | system/processX1 based payX2 training X3
Employee 0.603 0.548 0.734

performance

Source: Research data
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Table 4.14, shows the correlation coefficients that gave the measure of relationship between
the dependent variable (EP) and the independent variables. From the Table, there was a high
positive correlation (relationship) between employee performance and performance appraisal
process with a correlation coefficient of 0.603. There was also a high positive correlation of
0.734 between employee performance and employee training. There was further a high
positive correlation between employee performance and performance based pay with a
correlation coefficient of 0.548.

From these findings, the researcher deduced that all the three independent variables affected

employee performance.

Multiple Regression Analysis
The multiple regression equation was:
Y= Ao+Ax+Bxo+Cxa+ ¢
Y= Employee Performance
Ao,=Constant
A,B,C=Regression Coefficients
X1= Performance Appraisal Processes
Xo= Performance based pay
Xs= Performance based training
¢ = Error term
The estimate multiple regression models was given by Ao+Axi+Axo+Axz
The coefficients of the model were obtained using SPSS and they were as follows;
Ao,=0.482, A=0.738, B=0.0034, C=0.581
Thus, the estimated multiple regression equation was;

Y= 0.482+0.738x1+0.0034x2+0.581x3
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From the multiple regression equation, the researcher deduced that, the variables;
Performance appraisal processes and employee training had the greatest effect on employee
performance while performance based pay had a moderate effect on employee performance.
Coefficient of Determination

The coefficient of determination obtained was 0.672(67.2 %). This value is the proportion of
variation associated with the independent variables. This implies that, the explanatory
variables X, X2 ,X3 are explaining 67.2% of the total variation in Y. The other variables
unknown to the researcher (Intervening variables) explain the balance of 32.8%. This is good
and indeed a perfect fit.

Thus, from the value obtained from the findings, the researcher deduced that the proportion
of variation associated to the independent variable had a large effect since the value is greater
than 50%.

It’s from the above general findings that the researcher upheld all the three hypotheses of

study as developed in chapter one.
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CHAPTER FIVE

SUMMARY, DISCUSSION, CONCLUSIONS AND RECOMMENDATIONS

5.1 Introduction:
This chapter focuses on the summary, discussions, conclusions and recommendations based
on the above findings. Problems and limitations encountered during the research, as well as

opportunities for further research were highlighted.

5.2  Summary of Findings

The general objective of the study was ‘to establish the relationship between performance
appraisal and staff performance in Manafwa District Local Government’ with a view of
initiating strategies that can motivate staff to improve performance. Below is the summary of

findings objective by objective.

5.2.1 The Contribution of Performance Appraisal Process to Staff Performance in

Manafwa District

The study revealed that the factor performance appraisal process with a correlation
coefficient of 0.603 had a great and indeed positive effect on the dependent variable. This is

in agreement with the first hypothesis of the study.

5.2.2 The Contribution of Performance Based Pay to Staff Performance in Manafwa
District

The study further revealed that performance based pay factors affected the dependent variable

to a moderate extent because of the positive correlation coefficient of 0.548 thus, upholding

the second hypothesis of the study.
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5.2.3 The Contribution of Performance Based Training to Staff Performance in

Manafwa District

The study also established that performance based training factors had the greatest influence
on staff performance with a correlation coefficient of 0.734 thus upholding the third
hypothesis of the study.

The value of the coefficient of determination obtained which was 0.672(67.2%) indicated
that, the proportion of variation associated to the independent variables had a large effect
since the value was greater than 50%. This was an indication that all the three variables had a
significant effect on the dependent variable which was performance appraisal.

Based on the findings of the study, all the three hypotheses of the study were upheld.

5.3  Discussions
Based on the findings in chapter four, this section discusses the results of the research,

objective by objective.

5.3.1  The Contribution of Performance Appraisal Process to Staff Performance in

Manafwa District

The first objective of the study was aimed at determining whether the performance appraisal
process had improved employees motivation and performance through the process of mainly
conducting the process in a participatory manner.

Relating the results of the analysis in table 4.5 to the theory in the literature already
discussed, it can be argued that Management and staff are clear about the strategic objectives
of the District and about how their individual roles and goals are linked to the district overall

goals. This is indicative of theory, where Romanoff (1989:25) argues that the real goal of
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effective performance appraisal is to improve performance, not merely to measure it. It
should be closely linked to overall organizational goals. Without the perception of a uniform
set of goals, a company “Tug-of-war” will occur, where employees may be pulling as hard as
they can but in opposite directions. Therefore goals alignment should be achieved where all

this effort should be re-directed to get everybody pulling in the same direction.

Nair (2004:68) confirms this with his belief that only when employees at all levels of
management wake up in the morning and know why they are going to work and what they

have to do to advance the purpose of the organization, then strategy is realized,; and,

Management and staff confirm that Manafwa shares its strategic objectives with her
employees and that they are committed to the achievement of these goals. Kaplan and Norton
(1996; 12) recommend that the results of performance appraisal must be communicated
throughout the organization. This communication effort should signal to all employees the
critical objectives that must be accomplished, if an organization’s strategy is to succeed.
Armstrong (1994,40) argues that performance appraisal must be regarded as a flexible
process which involves managers and those they manage, operating as partners within a
framework which sets out how they can best work together. This framework must reduce the
degree to which performance appraisal is a top-down affair and it needs to encourage a
balanced approach.

Accordingly, Samuel M. Culbert (2012) argues that, “’a one-side-accountable, boss-
administered review is little more than a dysfunctional pretense. It's a negative to corporate
performance, an obstacle to straight-talk relationships and a prime cause of low morale at
work. Even the mere knowledge that such an event will take place damages daily

communication and teamwork’’. To him, although the alleged primary purpose of
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performance reviews is to enlighten subordinates about what they should be doing better or
differently, he sees it quite differently; it is intimidation aimed at preserving the boss's
authority and power advantage. Such intimidation is unnecessary, though the boss has the

power with or without the performance review.

Therefore the alternative to a one-sided accountable, boss-administered performance review
is the two-sided, reciprocally accountable, performance previews where the boss’s
assignment is to guide, coach, tutor, provide oversight and generally do whatever is required
to assist a subordinate to perform successfully. In other words, the boss-direct report team
should be held jointly accountable for the quality of work the subordinates perform.
Otherwise one gets tired of hearing about subordinates who fail and get fired, while bosses

whose job is to ensure subordinate effectiveness, get promoted and receive raises in pay.

From the questions analyzed in Table 4.6, it can be observed that most employees of
Manafwa district agree that goals and performance measures have been established with the
involvement of everybody concerned.

Romanoff (1989: 25) argues that, an ordinary program designed by employees is better than
an ideal program designed by Management. By giving employees the opportunity to play a
meaningful role in designing their own performance appraisal program, one builds
commitment and support into the program instead of merely adding those qualities as an
afterthought. This is clearly evident of the performance appraisal process used in Manafwa
District.

In Table 4.6 its’ evident that employees are involved in setting individual Goals and have the
opportunity to influence them, and also respondents agree that the performance goals set for

them are in line with the District strategy. Davis (1996: 18) recommended that when drafting
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an employee performance appraisal, the tool should be closely integrated with Organization’s
performance Measures. This keeps the entire Organization focused on the same agreed set of
Objectives. However, employees should be involved in the development of the measures.
Employees’ involvement will inspire greater ownership of the measures and commitment to
accomplish them.

From questions analyzed in table 4.7, it can be noted that the respondents feel that during
performance appraisals, managers do provide a climate that is conducive and openly
communicate performance problems. Kirk Patrick (2006:61) supports this by recommending
that performance review must include a two-way communication. The establishment of
rapport helps to overcome this redundancy. He also recommends that managers should listen
and do not interrupt the employee when discussing performance issues. It must be an active
process of finding out thoughts as well as the feelings of the other person.

In agreement with the above, among the principles to remember when appraising employees,
Rebecca Knight (2011), suggests that the supervisor should make it clear at the beginning of
the year how they will evaluate their employees with individual performance planning
sessions, give employees a copy of their appraisal before the meeting so they may have their
initial emotional response in private and, deliver a positive message to their good performers

by mainly concentrating on their strength and achievements during the conversation.

The respondents from Table 4.7 also feel that they are not given adequate acknowledgement
and recognition for their excellent performance. Romanoff (1989:26) cites that being called
“Average” in many organizations is synonymous to being labeled a failure. Performance
ratings often fail to make clear distinction between the exceptional and the ordinary. If an
organization has a clearly articulated notion of excellence and all employees are achieving it,

then there is not enough stretch in achieving the organizations goals. Thus, an organization
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with many excellent employees will have many “Excellent” employees who are average.
Therefore, how do organizations avoid discouraging such employees or losing them to
companies where they can become bigger fish in shall ponds?

More than 1/3 of respondents agree that the current performance appraisal process is not fair.
This is an indication of lack of acceptability of the system by employees. SwanePoel et al
(2000:46) argues that, the acceptability of the system by employees is the most important pre-
requisite since the support and perceived legitimacy a system receives from both managers
and employees will probably carry more weight in determining its success than its inherent
technical soundness.

It is evident from the analysis that just less than %2 of the respondents agree that there is no
continuous performance review and that more than 2/3 of respondents do not receive written
feedback of the performance appraisal. SwanePoel, Erasmus, Van Wyk and Schenk(2000:46)
defined performance appraisal as a formal and systematic process by means of which Job
relevant strength and weaknesses of employees are identified, observed, measured, recorded
and developed. Armstrong (1994:77) supports them by arguing that in order for performance
appraisal to be effective, there needs to be regular review meetings to ensure that goal
progress is being made towards achievement of agreed objectives for each of the key results

areas, and

More than half of the respondents agree that during the performance review, management
focuses on the performance objectives and not on the personality of the employee. Romanoff
(1989; 260) cites that most performance appraisal systems actually measure factors that are
more reflective of employees’ personalities than they are of their accomplishment on the job.
He argues that in order for performance appraisal to be successful, managers should not

concentrate on the personality of the individual. This is also supported by Kirk Patrick
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(2006:61) who suggests that performance appraisal is a review and emphasis should be on
performance, not personality. However this should not mean that items such as attitude,
integrity, dependability, appearance or initiative are not relevant. It means that these

characteristics are mentioned only as they relate to performance.

5.3.2 The Contribution of Performance Based Pay to Staff Performance in Manafwa

District

The second objective of the study was to find out the contribution of performance based pay
to staff performance.

As per Table 4.8, it can be argued that most of the employees agree that they are not
rewarded fairly and should be rewarded in monetary terms.

Murphy and Cleveland (1995) amongst many others, suggest a key purpose of performance
appraisal is to determine pay and other financial compensation.

Sears (1987; 198) recommends that performance related pay should probably be a
cornerstone of strategy if management is committed to using pay as an incentive and a reward
for desired levels of performance. In the same spirit, Milkovic and Newman (1996),suggest
that, the basic reasons for performance based pay are performance enhancement for
competitive advantage and equity. In this regard therefore, on can identify several specific
reasons for which managers may introduce performance based pay. These include; help in
recruitment and selection, facilitate changes in organizational culture, weaken trade union
power, increase the role of the line manager, greater financial control and value for money,
and above all, ability to reward and recognize performance. Kaplan and Norton (1996; 283)
however argue that, as long as personal incentives and rewards are tied to short-term
performance measures, management thinking will remain risk averse and short-term. In

addition, Andrew Jensen (2013; 1) emphases the fact that most successful performance based
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pay systems are those that are implemented at low-commitment companies. In businesses
where employees are highly committed to the company, performance based pay initiatives
are often not as well received by employees as they are at low commitment companies.
According to Francis therefore, in low commitment companies, employees view the
opportunity to receive additional pay based on increased performance as a great way to make
extra money, and their productivity increases as a result. In high commitment companies
however, performance based pay systems are rarely worth the effort. Often, because they are
loyal to their companies, employees are willing to work harder to meet deadlines anyway,
making performance based pay incentives an unnecessary expense. In fact highly committed
employees may even become offended by the company’s introduction of performance based
pay, viewing the program as a form of bribery. Manafwa in this case should be viewed as a

low commitment company that is in dare need of performance based pay program.

On the contrary, Culbert (2012; 19) argues that another bogus element is the idea that pay
should be a function of performance, and that the words spoken in a performance review will
affect pay. He believes that pay is primarily determined by market forces, with most jobs
placed in a pay range prior to an employee’s hiring. In other words Culbert contends that,
performance appraisal is simply a place where the boss comes up with a story to justify the

predetermined pay.

Similarly, Francis Boachie (2011; 270), argues that the effect of performance based pay on
employee performance is minimal and the motivational effect of merit pay is often blunted by
the biased performance appraisal.

However the findings of the study suggest the contrary in that performance based pay if

incorporated in the performance appraisal process can deliver performance.
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5.3.3 The contribution of performance based training to staff performance in Manafwa

district

The third objective of the study was to find out the Impact of performance based pay on staff
performance.

From the responses analysed in the table 4.9 above, it can be observed that respondents were
satisfied that they are given the opportunity to learn and develop in order to expand their
career options as well as knowing what skills and competencies they require to perform their
duties.

Most commentators on performance appraisal agree that identifying and implementing
development plans is a key outcome of the performance appraisal process. Performance is
measured, and then from that appraiser and appraisee agree a plan to improve performance.
Appraisal will focus on both short term issues and also long term career needs (Shelley
1999). Research by Wilson and Western ( 2000) suggest that appraisers take the lead in
determining the training and development to take place. If this is the case, it is of concern, as
personal development requirements may take a poor second place to immediate on the job
training. Rees and Porter (2003) suggest that care needs to be taken in establishing realistic
priorities and to recognise the potential conflict between individual aspirations and
organizational needs.

Gilley and Boughton (1996) recommend that performance-coaching relationship with
employees must include the nine components of a good performance review. They argue that
the relationship is self-esteeming as managers are ready to develop employees personally and
professionally. In other words, the job of the manager (Coach) is to offer the right work
assignments that help employees achieve their goals. Performance coaching will help

managers find out what these performance goals are, and help their employees achieve them.
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Performance appraisal can be seen as a means of getting better results from organizations,
teams and individuals by understanding and managing performance within an agreed
framework of planned goals, standards and attributes or competency requirements. Whether
or not organizations use tailor-made performance appraisal processes/systems, at the end of
the day, the effectiveness of the system will depend on how well it is utilized and managed
within the organization.

It can therefore be proposed that whether performance appraisal within Local Governments
can achieve its objectives depends on;

Senior management leadership, support and articulation of the organizational goals and
ensuring alignment of performance appraisal objectives with these goals, charging managers
at all levels with clear responsibility for coaching, monitoring and improving performance of
their respective sectors, continuous improvement to manager’s skills on performance
appraisal including objective setting and measurement, coaching and motivating staff, and;
enhancing staff ownership of the performance appraisal process through effective

communication and regular feedback in the performance appraisal process.

54  Conclusions
Based on the study findings and discussions, the following conclusions were made objective

by objective;

5.4.1 The Contribution of Performance Appraisal Process to Staff Performance in

Manafwa District

The first objective of the study was to establish how the performance appraisal process in

Manafwa District impacts on staff performance. The study concludes that the performance
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appraisal process adopted by the District is quite participatory and motivates staff to perform

better.

5.4.2 The Contribution of Performance Based Pay to Staff Performance in Manafwa
District

The second objective of the study was to find out the impact of performance based pay on

staff performance in Manafwa District. The study concludes that, Performance based pay

moderately affects staff performance.

5.4.3 The contribution of performance based training to staff performance in Manafwa
district

The third objective of the study was to assess the impact of performance based training on

staff performance. It was concluded that there was a strong positive relationship between

performances based training and staff performance.

55 Recommendations

From the above conclusions the research made the following recommendations objective by

objective;

5.5.1 The Contribution of Performance Appraisal Process to Staff Performance in

Manafwa District
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Although the empirical study revealed that Manafwa District shares its strategic objectives
with its management and staff, it is highly recommended that top management should have
regular feedback sessions for all employees on the achievement of their objectives.

It is recommended for management that when the performance appraisal meeting occurs at
the beginning of the year in order to identify performance objectives, individuals who will be
measured on their performance should be actively involved in setting performance goals.
These goals and how they will be measured should be mutually agreed upon by managers and
subordinates.

It’s recommended to senor management that people who manage others be measured on how
they conduct performance reviews of their subordinates. This will be paramount in that, those
who manage performance will ensure regular feedback and support to employees, and the
whole district will be aligned in accordance with its strategic objectives.

In addition, Manafwa should adopt Management by objectives (MBO) in order to improve
performance of its staff. MBO is a management approach that emphases special attention on

results rather than formal procedures highly cherished in public service.

5.5.2 The Contribution of Performance Based Pay to Staff Performance in Manafwa
District
From the empirical study, it is evident that the current performance appraisal system is not
distinguishing between top, average and poor performers. To improve efficiency, Manafwa
should adopt the system of performance based pay on all its’ employees. That is to say,
Government should introduce a staff compensation scheme that links employee performance
with pay. It can be a system of remuneration in which an individuals’ increase in salary is
solely or mainly dependant on their appraisal or merit ranking. However, it is important to

remember that performance based pay is not limited to financial rewards, and that non-
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financial rewards, such as recognition can also constitute pay for performance. This is in
addition to the uniform monthly pay that is offered to all employees regardless of
performance. Therefore, Manafwa District should introduce reward schemes like those in
corporate companies such as; Best employee of the month/year award, fully paid trip abroad

etc.

5.5.3 The Contribution of Performance Based Training o Staff Performance in

Manafwa District

It is further recommended that management and employees should undergo training as a
result of training needs identified during performance appraisal. In addition, all employees
should be trained on how to conduct a performance appraisal. This is of utmost importance.
Manafwa should take initiative to give proper training to all its’ staff in order to improve
performance in all departments. Such training should include among others; Induction
training and attachments for newly appointed steff (coaching and mentoring), long term
training for middle management teams in order to cope with changing trends. This can be
conducted from professional institutions like Uganda Management Institute for mainstream

management staff.

5.6 Limitations of the Study
The main limitation of the study is that it did not cover all the districts in Uganda and thus
limited in scope. This was due to time and financial constraints. In this respect, the

interpretation of the results of the study should not be over-generalized.
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5.7  Opportunities for Further Research

As indicated above, the major weakness of this study was that it was limited in scope. Future
research should focus on case studies of other Districts and organizations since this study was
on only one District. A comparative study among organizations in the public sector should be
conducted in order to determine whether performance appraisal per say enhances staff
performance. In other words, the dimensions found in the study should be regarded as
preliminary. Although they appear to be stable and measurable, they are not exhaustive and
should be viewed as a starting point for additional research.

In addition, other researchers can enrich this study by studying other factors such as the role
of fringe benefits in enhancing employee performance, which | believe have implications on

staff performance generally.
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APPENDICES
Appendix 1: QUESTIONNAIRE

THE ROLE OF PERFORMANCE APPRAISAL IN IMPROVING STAFF

PERFORMANCE. THE CASE OF MANAFWA DISTRICT

QUESTIONNAIRE
Dear Respondent, | am Joseph Walyaula a student of Uganda Management Institute. It is my
humble request that you find some time to complete this questionnaire.
This questionnaire is purely for academic purposes and is intended to determine OR measure
The Relationship Between performance appraisal and staff performance of Local
Governments In Uganda: A Case Study of Manafwa District. Kindly fill in the space
provided or tick the best alternative. Please accept my assurance of keeping all responses
confidential. Therefore, you are humbly requested to participate in this survey by honestly
answering the following questions.
Please tick accordingly

0] Sex

Male

[

Female

(i)  Education level
Degree (postgraduate)
Degree (undergraduate)

Diploma

IREREE

Certificate

Others (specify)

Please provide the following information regarding your department in Manafwa District by

placing an ‘X’ in the appropriate block



1. In what department are you employed?

1.1 | Production

1.2 | Management/Administration
1.3 | Natural Resources

1.4 | Finance and Planning

1.5 | Education and Sports

1.6 | Health

1.7 | Technical works and services
1.8 | Community Based services

2. How many years have you been employed in Manafwa District?

2.1 | 0-3 years

2.2 | 4-6 years

2.3 | 7-11years

2.4 | More than 11 years
Age of respondents

2.5 | Below 30 years

2.6 | 31-55 years

2.7 | 56 Years and above

3. How many performance appraisals have

51 |1
52 |2
5.3 | More than 3
54 |3

you had since you were appointed



Performance Appraisal System and process
Please indicate the extent to which you agree with the following statements by placing the

appropriate number to the corresponding box. l.e. Involvement in strategy

Strongly agree 5
Agree 4
Disagree 3
Strongly disagree 2
neutral 1

1. | Manafwa District has a defined vision, mission and values

2. | Manafwa District shares its strategic objectives with employees

3. | I strive to achieve the strategic objectives of the District

4. | I am clear about how my roles fit with the District strategic objective

5. | My supervisor defines my duties and responsibilities

6. | | setclear objectives for job performance in line with the District strategy

Defining Performance objectives

7. | I have a chance to influence my performance goals and standards

8. | Individual performance goals are reached by agreement between my supervisors

and myself

9. | The goals set for me are in line with the District strategy

10. | I participate in setting deadlines for achievement of my goals

11. | My supervisor and | mutually agree on how my performance will be measured




Performance Appraisal review and feedback process

12.

My performance is measured as per agreed standards with my supervisors

13.

My supervisor continuously reviews my performance

14.

Performance problems are identified and action plans are put in place to address

them

15.

My supervisor is constructive when conducting the appraisal

16.

Supervisors provide a conducive environment that allows free exchange of ideas

in regard to performance related problems

17.

| am given a written feedback about my performance

18.

| receive adequate acknowledgement and recognition for my contribution and

excellent performance

19.

Manafwa District has a fair system of appraising its employees

20.

Supervision focuses on performance not personality during appraisal

Staff training and development

21. | I am given opportunity to learn and develop to expand my career options
22. | I know what skills and competencies are essential for my job performance
23. | My supervisor and | have constructed a gap analysis

24. | I have attended a training program in performance appraisal

25. | The most important reward for performance is in monetary terms

26.

| believe I am rewarded fairly

27.

Manafwa District performance appraisal is fair in determining annual increments

Please answer the following question.
Do you have any additional suggestions for improving the current performance

appraisal system?




Appendix I1: INTERVIEW GUIDE FOR KEY INFORMANTS

1. BIODATA

Department. . .......uuei e

Education level....... ..o
YArS OF SEIVICE ...onenit it

The contribution of performance appraisal process on staff performance

1. Do you think it is necessary to have a formal performance appraisal process in the
District?

2. What are your views about the current appraisal process in the District?

3. Please explain how performance appraisal process helps you and your staff to
perform better.

4. How does the performance appraisal process motivate staff to perform better?

5. What is your staff immediate response after being appraised?

6. Is staff your performance discussed in detail? Mention any improvements usually

suggested?

The contribution of performance based pay on staff performance

7. What rewards or incentives are available to staff that accompany the performance

appraisal?

8. In what ways have these rewards and incentives impacted on the performance of staff?



The contribution of staff training on staff performance
9. Do you think a formal appraisal process should include staff training and development
program? Why?

10. How did the performance based training program help you? Were you satisfied with it?

Do you have any additional suggestions for improving the current performance appraisal

system?

THANK YOU FOR YOUR KIND COOPERATION



Appendix I1l1: MAP SHOWING MANAFWA DISTRICT
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