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ABSTRACT AND KEY TERMS 

The purpose of this study was to measure employees' perceptions of the PMS 

effectiveness in the Department of Rural Development and Land Reform. Despite the 

EPMDS policy being applied at the Department of Rural Development and Land Reform 

in the North West Province, results in the departmental branches often differ. 

The study will contribute to the knowledge gap regarding employees' perceptions of the 

effectiveness of the PMS. Additionally, the study will be used as a benchmark for other 

provincial departments to emulate in evaluating employees' perceptions of the 

effectiveness of the PMS to enhance performance. Therefore, based on the gaps 

identified by the results of this study, information gathered in this work will assist the 

Department of Rural Development and Land Reform to revise and reformulate existing 

performance management practices. 

The researcher used a quantitative approach in this study. A cross-sectional survey 

design was used to gather primary data. Self-administered e-mailed questionnaires 

were used as data gathering method. The research focused on accuracy and fairness 

as the constructs of effectiveness. The population in this study comprised 247 

employees in the North West Provincial Department of Rural Development and Land 

Reform. The researcher used descriptive statistics such as tables, graphs, means and 

standard deviations, Cronbach's alpha coefficient, T-tests, one-way analysis of variance 

(ANOVA) and Pearson's product-moment as analytic techniques. The study revealed 

that the overall mean score was slightly above the mid-point of the range. This revealed 

that employees perceived PMS to be effective; however, the implementation of the 

system appeared to have some problems. The most significant findings of the study 

were the gaps identified in the implementation of PMS. The significance of the findings 

is that even though employees perceived PMS to be effective, the DRDRL has to 

address the gaps identified to improve its effectiveness. 

This study showed that it does not necessarily mean that because employees perceive 

PMS to be effective that all aspects of the system are well implemented . The 

implications of the findings are that the department under study should reflect on its 

implementation of PMS and improve on the areas where mean scores were found to be 
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below the mid-point of the range. The limitation of the study was that not all employees 

participated in the study, as expected . 

Key terms: Performance management system; performance management system 
effectiveness; accuracy; performance planning accuracy, feedback and coaching 
accuracy; performance appraisal accuracy; outcome accuracy; fairness; procedural 
justice; distributive justice; interactive justice; informational justice 
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CHAPTER 1: THE PROBLEM AND ITS SETTING 

1.1 Introduction and orientation to the study 

In South Africa , the government, through the Department of Public Service and 

Administration (DPSA), a body instituted to govern public service institutions' employee 

performance and employee development, put in place different guiding documents 

aimed at improving employees and managers' performance (Department of Public 

Service and Administration , 1997). The Department of Public Service and 

Administration has developed an employee performance management and 

development system (EPMDS) to guide public institutions in implementing employee 

performance and development. The EPMDS consists of two aspects, namely employee 

performance management and employee development. 

The performance management policy has the underlying aim of managing employee 

performance through training, development and reward systems, and those employees 

are working to serve the public to enhance effectiveness and efficiency in the public 

service (Department of Public Service and Administration , 2003). The Public Service 

Regulation 2001 was also developed, which is aimed at providing a framework that 

ensures the use of the employee performance management and development system 

that governs the performance and development of employees in the public service. 

As early as 1997, the Government of RSA instituted a White Paper on Human Resource 

Management in the public service to act as a guiding principle in as far as the 

implementation of performance management of civil servants was concerned 

(Department of Public Service and Administration , 1997). 

The Public Service Human Resource Development (HRD) Strategic Framework Vision 

2015 was developed to address the particular needs of the public service. The main 

objective of the framework is to enhance the capacity of the public service to deliver the 

required services to all South Africans (Mgijima, 2010). 

In South Africa (RSA), despite the institutionalisation of various policies aimed at 

improving employees and managers' compliance to public service, there is a shortage 

of literature that defines the dimension of compliance among them. Therefore, this study 

aims to investigate employees' perceptions of the effectiveness of the employee 
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performance management and development system at the selected Department in the 

North West Province. 

The Public Service Regulation 2001 part VIII governs the implementation of 

performance management. The White Paper on Human Resource Management in the 

public service states that the success of the public service in delivering its operational 

and developmental goals depends primarily on the efficiency and effectiveness with 

which employees carry out their duties (Department of Public Service and 

Administration, 1997). Managing performance is, therefore, a key human resource 

management tool to ensure that: 

• employees know what is expected of them; 

• managers know whether the employee's performance is delivering the required 

objectives; 

• poor performance is identified and improved; and 

• good performance is recognised and rewarded (Department of Public Service 

and Administration , 1997). 

1.2 Background 

The Constitution of the Republic of South Africa (Republic of South Africa , 1996) states 

that public administration must be governed by democratic values and principles, 

among, others to promote and maintain high standards of professional ethics, the 

efficient, economic and effective utilisation of resources, as well as the cultivation of 

good human resource management and career development practices to maximise 

human capital (Republic of South Africa , 1996). According to the White Paper on 

Human Resource Management, the success of the public service in delivering its goals 

depends primarily on the efficiency and effectiveness of employees in carrying out their 

duties. A performance management and development system is an integral part of 

effective human resource management and development strategy. Performance 

management is underpinned by the following principles: result orientation, training and 

development, rewarding good performance, managing poor performance, openness, 

fairness and objectivity (Republic of South Africa, 1997). 
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1.3 Problem and its setting 

Despite the EPMDS policy being applied at the selected Department in the North West 

Province, results in the departmental branches often differ. The question therefore is 

whether the EPMDS contributes to improved productivity with particular reference to the 

DRDLR. If employees are trained and developed on the competencies or skills that they 

lack, they will perform better. Employees in the Department appear to be reluctant to 

comply with the employee performance management and development system policy 

by not signing annual performance agreements or quarterly assessments reports on 

time. Employees express their concerns regarding how the assessments are conducted 

as well as fairness during the appraisals. 

Since the implementation of the employee performance management and development 

system, subordinates and supervisors have been in conflict with each other during and 

after the annual assessment period. Every year, during the annual assessment period, 

the selected Department in the North West Province experiences numerous tensions 

among staff members, which lead to conflict between subordinates and their respective 

supervisors, low morale and a lack of commitment from staff. This problem has often 

escalated to a point whereby some staff members become reluctant to be reviewed for 

their quarterly and annual assessments. This is because they were dissatisfied by the 

previous annual assessment processes and outcomes. 

To successfully address these concerns, the main research problem to be investigated 

in this study is that employees perceived the EPMDS as ineffective at the selected 

Department in the North West Province. 

1.4 Research objectives and research questions 

The main aim of this study is to measure the employees' perceived effectiveness of the 

EPMDS in the selected Department in the North West Province. 

The primary objectives of th is study are: 

• To explore the employees' perceptions of the performance management and 

development system's effectiveness (PMDSE). 

• To ascertain the extent to which the PMDS is fair. 
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• To determine the extent to which the PMDS is accurate. 

• To propose remedial interventions to address the gaps identified in this study. 

To achieve the abovementioned objectives, the following research questions were 

formulated : 

• What are employees' perceptions of the PMDS accuracy? 

• What are employees' perceptions of the PMDS fairness? 

• What are employees' perceptions of the PMDSE? 

• Are there differences in employees' perceptions of PDMSE between gender, age 

groups and post levels? 

• Is there a correlation between the PDMS fairness and accuracy? 

1.5 Importance and benefits of the study 

The study will contribute to the knowledge gap regarding employees' perceptions of the 

effectiveness of the EPMDS. Additionally, as the study targets to investigate the 

selected Department in the North West Province, this study is to act as a benchmark for 

other provincial departments to emulate the evaluation of employees' perceptions of the 

effectiveness of the EPMDS to enhance good governance. This study will create insight 

for other scholars both within and abroad to undertake an evaluative an approach in 

public service regarding the employee performance management and development 

system effectiveness (EPMDSE). 

Therefore, based on the gaps identified by the results of this study, information gathered 

in this work will assist the selected Department to revise and reformulate existing 

performance management practices. 

1.6 Delimitations and assumptions 

1.6.1 Delimitations (scope) 

The scope of the study will be on employees' perceived effectiveness of the employee 

performance management and development system in the selected Department . 
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1.7 Preliminary literature review 

There has been extensive research on the concept of performance management 

systems, but little research has been done on the performance management system 

effectiveness looking at the constructs of accuracy and fairness. Most research 

(Sharma, Sharma & Agarwal, 2016; Dewettick & Van Dijk; 2013, Colquitt, 2001) in 

performance management system effectiveness and · organisational justice has used a 

quantitative research method and administered a questionnaire as a data collecting 

instrument. The questionnaire consisted of dependent as well as independent variables. 

This has prompted the researcher in this study to also adopt a quantitative approach as 

well as to make use of a questionnaire to collect data from the participants. Sharma et 

al. (2016) argued that while the performance management system (PMS) can be 

designed to achieve several objectives, it is a strategic and tactical tool. The strategic 

objective of PMS is that it helps higher authorities to achieve strategic business 

objectives, i.e. the alignment of employee goals with those of the organisation for the 

reinforcement of behaviours that contribute towards the achievement of organisational 

goals (Sharma et al., 2016). The tactical objective is to deliver useful and valid input for 

performance-based rewards, compensation decisions or recognition , thereby giving 

employees clear signals about what is valued by the organisation (Sharma et al., 2016). 

To equip managers with relevant information to provide their subordinates with 

continuous feedback regarding their skills and weaknesses for employee development 

and performance improvement (Biron , Farndale & Paauwe, 2011 ), Sharma et al. (2016) 

postulate that organisations may increase performance management system 

effectiveness by improving its accuracy and fairness. The performance management 

system accuracy indicates employees' perceptions of the correctness of the 

performance management system by aligning employees and organisational goals, 

clarity about goals, performance standards and skills required at different levels. PMSA 

also includes a clear linkage of goals with business needs, performance evaluation 

against set standards, proper assessment of employee strengths, regular feedback 

about performance, facilitation of employee development and a clear linkage between 

performance and PMS outcomes. PMS accuracy implies the extent to which PMS 

provides an exact basis for recognition of employee performance to accurately enhance 

performance that contributes value to the organisation (Sharma et al. , 2016). Sharma et 

al. (2016) further postulate that performance management system fairness signifies 

employees' perception of the PMS fairness through justice (procedural , distributive, 
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interpersonal and informational) or righteousness in all aspects of the performance 

management system. Dewettick and Van Dijk (2013) found that performance reviews' 

focus and employee participation strongly relate to perceptions of appraisal fairness and 

performance management system effectiveness rather than the frequency of formal 

performance reviews, suggesting that the manifested expressions of performance 

management have more of an impact on performance management system 

effectiveness rather than on the more latent characteristics of performance 

management system. They concluded that the manner in which performance 

management practices are shaped and executed appears to be especially important for 

PM system effectiveness, which implies that the role of the line manager is critical for 

effective performance management. Palaiologos, Papazekos and Panayotopoulou 

(2011) revealed that the administrative purpose of a performance appraisal was related 

to distributive justice and procedural justice. The authors assert that when organisations 

use the data that has been recorded during the PA process to take decisions related to 

payroll, increasing fringe benefits, promotion and other benefits, they create a positive 

impression about both the fairness of the procedure and its outcomes. 

Selden and Sowa (2011) suggested that, in exploring performance management, it is 

fundamentally necessary to begin with explaining the process through which individual 

employee performance will be managed. Selden and Sowa (2011) further argued that 

the process of managing individual performance is the same as the models used to 

manage performance at an organisational level. Naturally, the process begins at the top 

of the organisation with management developing a performance management policy. 

Managers largely control performance by influencing inputs (e.g. skills by training) and 

by providing feedback through assessments. The ultimate objective of a performance 

management process is to align individual performance with organisational 

performance. The process should indicate to employees the organisation's goals, 

priorities and expectations, and how well they are contributing towards organisational 

goals (Selden & Sowa, 2011 ). The authors further referred to performance management 

as a set of activities adopted by an organisation to enhance the performance of their 

employees. According to Selden and Sowa (2011 ), organisations normally establish 

performance management processes to motivate employees. The process can motivate 

employees by setting out expectations and providing feedback on an employee's 

progress toward meeting those expectations (Selden & Sowa, 2011 ). 
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As noted above, this study aims to measure the effectiveness of performance 

management systems based on the perceptions of employees. Vlasceanu, Grunberg 

and Parlea (2007) defined effectiveness as a measure of the success of a system in the 

achievement of specific goals. They suggested that effectiveness is different from 

efficiency, which is measured as the capacity to attain set objectives with the nominal 

waste of resources or effort. Therefore, to measure employees' perceived effectiveness 

of the performance management system, the focus is on accuracy and fairness within 

the PMS context (Sharma et al., 2016). Similarly, Luthra and Jain (2012) argued that the 

performance management system effectiveness is determined by how employees 

perceive accuracy and fairness of the implementation of the system. The performance 

management system consists of a series of steps that will be discussed at length in 

Chapter 2. These steps include performance planning, performance review, 

performance appraisal , developing performance and rewarding performance 

(Armstrong, 2006). The study will investigate the dependent variable , namely 

performance management system effectiveness as well as independent variables, 

which are gender, age groups and post levels. Babbie and Mouton (2001) define a 

dependent variable as a variable that depends on or is caused by another variable. 

Independent variables are variables with values that are not problematic in analysis, but 

are taken as simply a given (Babbie, 2010). This study will contribute to the body of 

knowledge on performance management literature. The findings will be used for future 

research on the effectiveness of performance management systems. 

1.8 Research design and methods 

Babbie and Mouton (2001) define research methodology as the methods, techniques 

and procedures that are employed in the process of implementing the research design 

or research plan as well as the underlying principles and assumptions that underlie their 

use. Creswell (2009) defines a research design within the quantitative context as the 

process of collecting, analysing , interpreting and writing the results of the study. It is a 

descriptive study as it provides a description of the state of affairs as it exists at present 

(Kothari, 2004 ). 

1.8.1 Description of overall research design 

Babbie and Mouton (2001) define research methodology as the methods, techniques 

and procedures that are employed in the process of implementing the research design 
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or research plan as well as the underlying principles and assumptions that underlie their 

use. Creswell (2009) defines a research design within the quantitative context as the 

process of collecting , analysing , interpreting and writing the results of the study. This 

study follows a quantitative research approach and the choice is guided by the use of a 

survey design, which provides a quantitative or numeric description of trends, attitudes 

or opinions of a population by studying a sample of the targeted population. 

1.8.2 Sampling 

Sampling refers to the technique or the procedure the researcher would adopt in 

selecting items for the sample (Kothari, 2004). Given the small population , a census 

was done on the total population. This study engaged employees at a selected 

Department in the North West Province. The total number of employees was 24 7 and 

the researcher administered a questionnaire to all employees. The population at the 

selected Department is composed of clearly recognisable subpopulations, namely 

directors, managers, middle managers, and non-managerial employees at operational 

levels. Participants were from various occupational classifications, such as registry 

clerks, project coordinators, office assistants, legal officers, data capturers, supply chain 

management, land reform , assistant directors, deputy directors and directors. The 

population was composed of the following: 

• Six (6) directors 

• Thirteen (13) deputy directors; 

• Thirty (30) middle managers (assistant directors and project coordinators); and 

• Two-hundred and forty-eight (198) other-levels employees. 

1.8.3 Data collection 

To collect data, the study used a structured questionnaire that consisted of a set of 

closed-ended questions. This is because the study intends to explore the perceptions of 

employees regarding the effectiveness of the employee performance management and 

development system. 

1.8.4 Data analysis 

The following statistical techniques were used: 
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• Descriptive statistics such as tables, graphs, means and standard deviations. 

• Cronbach's alpha coefficient to measure the internal consistency of the 

measuring instrument. 

• T-tests to compare the mean perception scores of the performance management 

system effectiveness between males and females. 

• One-way analysis of variance (ANOVA) to compare the mean perception scores 

of the performance management system effectiveness between age groups and 

job or post levels. 

• Pearson's product-moment correlation to measure the relationship between the 

accuracy and fairness that determine the effectiveness of the performance 

management system. 

1.9 Research ethics 

The researcher was granted ethical clearance by the University to conduct this study. 

The researcher had required consent from the management of the organisation to 

conduct the study through consent form. Participants did complete a consent form to 

participate in the study. Participation was voluntarily and confidentiality was upheld by 

the researcher. 

1.10 Organisation of the study 

The study comprises of five chapters. Chapter 1 is made up of a few sub-headings, 

which are: introduction, the background of the study, problem statement, the rationale, 

objectives of the study, problem statement, research questions, and data collection 

techniques. Chapter 2 entails the literature review. This chapter discusses what has 

been previously done in this research area. Chapter 3 discusses the research 

methodology and data. Chapter 4 presents and analyses data and discusses results. 

Lastly, Chapter 5 draws conclusions from Chapter 4 and provides recommendations. 

1.11 Definition of key terms 

• Performance management is a systematic process for improving organisational 

performance by developing the performance of individuals and teams 

(Armstrong, 2006). 
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• Development refers to a broad, ongoing multi-faceted set of activities to bring 

someone or an organisation up to another threshold of performance, often to 

perform some job or a new role in the future (Mahopotro, 2010). 

• Training refers to the teaching and learning activities carried out for the primary 

purpose of helping members of an organisation to acquire and apply the 

knowledge, skills and abilities and attitudes needed by that organisation 

(Mahapatra, 2010). 

• Performance appraisal refers to the formal assessment and rating of individuals 

by their managers usually during an annual review meeting (Armstrong, 2012). 

• Performance planning forms part of the performance management sequence 

and involves agreement between the manager and the individual on what the 

employee needs to do to achieve the objectives, raise standards, improve 

performance and develop the required competency (Armstrong, 2006) 

• Performance review takes place when time is set aside for the employee and 

manager to have an extended discussion, which reviews the past period , and 

agree on plans for the next period (Stredwick, 2005). 

• Employees refer to staff members employed by the Department of Rural 

Development and Land Reform Department. 

1.12 Summary 

This chapter provided an outline of how the researcher intended to conduct the study 

and further provided a motivation to conduct research in a public sector department 

regarding how employees perceive the effectiveness of the PMS. A discussion on the 

problem statement, research objectives and research questions has been included in 

this chapter. The statistical methods that the research used in the study were also 

included. Key terms were also defined in this chapter. Chapter 2 will provide a 

theoretical framework for performance management as well as the effectiveness of a 

performance management system (PMS). 
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CHAPTER 2: LITERATURE REVIEW 

2.1 Introduction 

This chapter focuses on the theoretical foundation of the performance management 

system effectiveness. The effectiveness within the context of this study is measured by 

two determinants or dimensions, namely fairness and accuracy. These two 

determinants will be thoroughly explained in this chapter. To understand fa irness, 

organisational justice theory will be explained. Vasset (2010) defined organisational 

justice as the study of people's perceptions of fairness in the organisation. This chapter 

will focus on the goal-setting theory as the theoretical foundation of individual 

performance management, followed by a discussion of the background and legislative 

framework of performance management in the South African public sector. After that, 

the concept of the performance management system, the performance management 

cycle, performance management system effectiveness, performance management 

system accuracy and fairness as determinants of effectiveness, performance 

management accuracy factors, performance management system fairness and 

summary will be discussed 

2.2 Performance management theoretical framework: Goal-setting theory 

For the purpose of this study, the goal-setting theory forms the individual performance 

management theoretical foundation. As indicated in Maitland and Gervis (2010), the 

basis of the goal-setting theory was grounded in Locke and Latham's (1990) goal

setting theory, which advocates that conscious goals and intentions govern an 

individual's actions and therefore how well they perform. The goal-setting theory 

emphasises the importance of goal specificity (Latham, Brcic & Steinhauer, 2017). 

Previous research (Locke, 1968; Locke et al. , 1981) has concluded that the practice of 

the goal-setting theory grew out of the performance management system in the 1960s 

as a tool to enhance productivity, to measure employee performance and consequently 

reward (Maitland & Gervis, 2010). Yearta , Maitlis and Briner (1995) defined goal setting 

as a motivational technique used broadly in organisations. Similarly, Bipp and Kleingeld 

(2011) defined goal setting as a technique that is often used in organisations as part of 

the traditional performance appraisals and broader performance management 

interventions. The authors further assert that as a method of directing individuals' efforts 
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at work and providing a standard against which performance can be assessed , goal 

setting is importance to many performance appraisal schemes. Consistent with this 

assertion , Maitland and Gervis (2010) argued that goal setting was customarily 

considered as a motivational aid to improve employee performance. Bipp and Kleingeld 

(2011) stated that goal-setting theory outlines how goals affect performance through the 

arousal, direction and intensity of behaviour. Goals affect performance by directing 

attention to task, by increasing effort and persistence and by promoting the 

development and use of effective strategies. Fried and Slowik (2004) shared the same 

view that employee efforts and performance are influenced by the goals assigned to 

them or selected by these employees. According to goal-setting theory, goal specificity 

and difficulty are the primary goal attributes that will influence goal-related performance. 

Goals should be proximal and specific as opposed to vague (Scobbie, Wyke & Dixon, 

2009; Latham, 2016). Fried and Slowik (2004) assert that the goal-setting theory 

suggests that the expectancy, instrumentality and valence of outcomes will be high if 

goals are difficult as well as specific and attainable. The authors further argued that to 

maximise employees' efforts and subsequent performance, performance goals should 

be challenging rather than easy, but they should be attainable (Fried & Slowik, 2004). 

The theory suggests that goals exert their influence by directing attention and efforts, 

maximising persistence and fostering problem-solving about the set goal. Goal effects 

are moderated by some factors , including goal commitment, self-efficacy, task 

complexity and performance feedback (Locke & Lathan, 2002; 2006; Scobbie et al., 

2009; Bipp & Kleingeld, 2011; Latham, 2016; Motel, 2016). Similarly, Fried and Slowik, 

(2004) echoed the assertion that goal setting theory asserts that people's commitment 

is important to maximise the relationship between goal and performance. Moreover, 

commitment can be enhanced by making the goal attainment important and by 

enhancing an individual's belief that he/she can attain the goal. The theory also asserts 

that consistent and timely feedback is needed for the successful pursuit of goals. 

Finally, goal-setting theory asserts that challenging goals cause people to work longer 

on a task (Fried & Slowik, 2004 ). 

2.3 Background and legislative framework of performance management in the 

South Africa public sector 

Armstrong (2009) suggests that performance management was established in the later 

1980s partly as a response to the negative aspects of merit rating and management by 
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objectives He further indicated that its strength is that it is essentially a continuous, 

integrated approach to managing performance. Performance management at first 

integrated many of the elements of earlier approaches, for example rating, objective 

setting and review, performance pay and a tendency towards trait assessment. 

Conceptually, however, the performance management system is considerably different 

from previous approaches in that it is considered to be a process that is continuous 

rather than a single event. Therefore, the performance management is distinguished 

from performance appraisal in that the former is a continuous process whereas the 

latter is done at a given time. Secondly, it is regarded as a standard and requires the 

function of management rather than an HR procedure, and thirdly, it is therefore owned 

and driven by line managers rather than HR (Armstrong, 2009). 

Rantanen et al. (2007) state that the performance measurement system was 

established in the 1990s as a means through which large companies could support their 

strategic management functions. In South Africa , the government, through the 

Department of Public Service and Administration (DPSA), a body instituted to govern 

public service institutions, employee performance and employee development, put in 

place different guiding documents aimed at improving employees and managers' 

performance (White Paper on Human Resource Management in the Public Service, 

1997). The Department of Public Service and Administration has developed an 

employee performance management and development system (EPMDS) to guide public 

institutions in implementing employee performance and development. The EPMDS 

consist of two aspects, namely employee performance management and employee 

development, for example the performance management policy that has the underlying 

aim of managing employee performance through training, development and reward 

systems, and those employees are working to serve the public to enhance effectiveness 

and efficiency in the public service (RSA, 2003). The Public Service Regulation 2001 

was also developed, which is aimed at providing a framework that ensures the use of an 

employee performance management and development system that governs the 

performance and development of employees in the public service. 

As early as 1997, the Government of RSA instituted a White Paper on Human Resource 

Management in the publ ic service to act as a guiding principle in as far as 

implementation of performance management of civil servants was concerned (White 

Paper on Human Resource Management in the Public Service, 1997). The Public 
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Service Human Resource Development (HRD) Strategic Framework Vision 2015 was 

developed to mitigate performance gaps in the public service. The main objective of the 

framework is to enhance the capacity of the public service through skills development to 

enable the sector to deliver the required services to all South Africans (Public Service 

Commission, 2010). The Public Service Regulation 2016 part VIII governs the 

implementation of performance management. The White Paper on Human Resource 

Management in the public service stipulates that for the public service to be successful 

in delivering its operational and developmental goals, its success depends mainly on 

the efficiency and effectiveness with which public servants carry out their duties (White 

Paper on Human Resource Management in the Public service, 1997). Managing 

performance is, therefore, a critical human resource management tool to ensure that: 

• employees are aware of what is expected of them; 

• managers know whether the employee's performance is delivering the 

required objectives; 

• unsatisfactory performance is identified and improved; and 

• satisfactory and outstanding performance is recognised and rewarded (White 

Paper on Human Resource Management in the Public service, 1997). 

The Department of Public Service and Administration has developed numerous White 

Papers that are providing specific regulations for performance management, which 

include the Transformation of the Public Service, 1995; Human Resource Management, 

1997; Transforming Public Service Delivery, 1997 (Batho Pele); Public Service Training 

and Education, 1997 and Affirmative Action in the Public Service, 1998. Other important 

White Papers are the Public Service Regulations, 2001 and Treasury Regulations, 2001 

that also provide mandates for performance management. The following collective 

agreements that provide mandates for performance management include the PSCBC 

Resolution 13 of 1998 (performance agreements); PSCBC Resolution 3 of 1999 

(financial rewards and incentives); PSCBC Resolution 7 of 2000 (rank/leg promotions 

and pay progression system); and the PSCBC Resolution 9 of 2000. 

2.4 Performance management system 

Selden and Sowa (2011) suggested that, in exploring performance management, it is 

essentially important to begin with explaining the process through which individual 
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employee performance will be managed. Selden and Sowa (2011) further argued that 

the process of managing individual performance is the same as the models used to 

manage organisational performance level. Naturally, the process begins at the top of 

the organisation with management developing a performance management policy. 

Managers largely control performance by influencing inputs (e.g. skills by training) and 

by providing feedback through assessments. The primary objective of a performance 

management process is to align individual performance with organisational 

performance. The process should indicate to employees the organisation's goals, 

priorities and expectations, and how well they are contributing towards organisational 

goals (Selden & Sowa, 201 1 ). The authors further referred to performance management 

as a set of activities adopted by an organisation to enhance the performance of their 

employees. According to Selden and Sowa (2011 ), organisations normally establish 

performance management processes to motivate employees. The process can motivate 

employees by setting out expectations and providing feedback on an employee's 

progress toward meeting those expectations (Selden & Sowa, 2011 ). 

Demartini (2014) views the performance management system as a set of evolving 

formal and informal mechanisms, processes, systems and networks used by 

organisations to convey key objectives and goals elicited by management to assist the 

strategic process and continuous management through planning, analysis, control , 

measurement, rewarding and managing performance. The author also argued that it is 

also used by organisations to support and facilitate organisational learning and change 

(Demartini , 2014). Performance management practices, such as performance 

appraisals, are frequently considered incompatible with the principles of quality 

management (Haines Ill , St-Onge & Marcoux, 2004). If designed appropriately, 

however, performance management systems could support rather than hinder quality 

(Haines Ill et al., 2004). 

Armstrong (2015) perceives performance management as a means through which 

organisations get better results from employees by providing means for employees to 

perform well according to an agreed framework of planned goals, standards and 

competency requirements. The author further added that it encompasses developing a 

common understanding of what is to be achieved and how it is to be achieved. 

Armstrong (2015) indicated that the aim of performance management is to develop the 

capacity of people to meet and exceed expectations and to reach their full potential to 
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the benefit of themselves and the organisation. He further stated that the aim is to clarify 

how individuals are expected to contribute to the achievement of organisational goals by 

aligning individual objectives with the strategic objectives of the organisation. 

Performance management provides the basis for self-development, but most 

importantly, it is also about ensuring that the support and guidance people need to 

develop and improve are readily available (Armstrong , 2015). 

According to Armstrong (2006), performance management is aimed at developing the 

capacity of people to meet and exceed expectations as well as to achieve their full 

potential to the benefit of themselves and the organisation. Tyson (2006) argued that 

one of the critically important tasks in people management that any organisation has to 

undertake is to ensure that employees become effective in their jobs. The author further 

asserted that employers depend on the quality of their employees' performance to 

achieve organisational aims and objectives. According to Tyson (2006), employees 

have motivational needs for development, recognition , status and achievement that can 

and should be met through job satisfaction and performance achievements. Slavic, 

Berber and Lekovic (2013) argue that one comprehensive definition of performance 

measurement is that it is the process of quantifying the efficiency and effectiveness of 

actions, to compare results against set expectations, with the intent to guide, motivate 

and improve decision-making. Performance management refers to a series of activities 

involved in by organisations to improve the performance of individuals and units, with 

the ultimate purpose of improving organisational effectiveness (Biron, Farndale & 

Paauwe, 2011 ). Activities that are suitable within this definition are, for example, the 

setting of departmental , corporate, individual and team objectives, and the use of 

reward strategies, training schemes, appraisal systems and individual career plans 

(Biron et al., 2011 ). Contrary to the notion that the goal of performance management is 

to improve organisational performance, Biron et al. (2011) argued that the overall goal 

of performance management is to ensure that the organisation and all of its subsystems 

(processes, units, and employees) are working together in the finest fashion to achieve 

the results desired by the organisation . 

Another definition by Sumelius et al. (2014) views performance management as a range 

of activities intended to improve employee performance and performance measurement 

to the formal task of evaluating and rating employees across pre-defined criteria. 

Dewettinck and van Dijk (2013) perceived performance management as a process of 
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managing and the measurement of employee performance aimed at increasing 

organisational effectiveness. 

Ahmed et al. (2011) argued that performance appraisal is a fundamental element of 

management practices in human resource management. The author emphasised that 

appraising performance has been an important part of the performance management 

system since ancient times (Ahmed et al. , 2011 ). Azzone and Palermo (2011) assert 

that performance appraisal and reward systems are based on the assumption that 

employees' performance and motivation can be improved by establishing a clear link 

between efforts and reward through formalised and specified individual targets. 

Slavic et al. (2013) concluded that performance management (PM) is an essential 

process of human resource management (HRM). In general, it implies an evaluation of 

current or previous results of performance of the employee, team or the entire 

organisation (Slavic et al. , 2013). Employee performance management is a means 

through which strategic initiatives and the management of the development of the 

workforce are implemented (Haines Ill & St-Onge, 2012). Performance management 

includes activities that make sure that goals are steadily being met in an efficient and 

effective manner (Jain, 2014). Jain (2014) further argued that it can focus on the 

performance of an organisation, a department, employee, or even the processes to 

build a product or service, as well as many other areas. Performance management is 

also known as a process by which organisations align their resources, systems and 

employees with strategic objectives and priorities. 

Scholars describe the performance management process to explain how it helps 

organisations to improve performance (Dewettinck & van Dijk, 2013). Thomas and 

Lazarova (2014) argue that the performance management system has both evaluative 

and developmental components as part of its goal. The evaluative aspects of 

performance management are as follows: 

• Provide feedback to employees, so they will know where they stand ; 

• develop a valid basis for decisions involving retention , pay, promotions, job 

assignments and termination ; and 

• offer means of communicating with employees about unsatisfactory performance. 

The developmental aspects of performance management are as follows: 
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• It helps employees to expand their performance and develop their professional 

skills; 

• identify individual employee and organisational problems; 

• improve commitment to the organisation through deliberations about career 

opportunities, action plans and needs for training and development; and 

• encourage employees through the recognition of their performance (Thomas & 

Lazarova, 2014). 

According to Armstrong (2006), Shield (2007), there are four purposes of the 

performance management system: 

• Strategic communication : being clear in conveying to employees what doing a 

good job means and entails; 

• Relationship building: creating solid working relationships by regularly bringing 

managers and those they manage together to review performance achievement; 

• Employee development: provide training and development needs based on the 

identified performance gaps; and 

• Employee evaluation evaluates the performance of employees as a basis for 

making decisions on a job promotion, performance-related reward or job 

reassignment. 

The aims mentioned above, objectives and purpose of the performance management 

system appear to be aligned when looking at what the different authors have stated. 

Performance management systems are increasingly used to identify organisational 

talent, leadership development and succession planning. An effective performance 

management system must define, facilitate and encourage performance (Thomas & 

Lazarova, 2014 ). The performance management system requires a system of 

establishing performance targets, a system of measuring performance and a clear 

linkage of performance results to reward (Rees & Smith, 2014 ). A poorly implemented 

performance management system results in unfavourable outcomes such as job 

dissatisfaction, employee burnout, increased turnover and damaged relationships 

(Smither & London, 2009). 

The performance management in the Department of Rural Development and Land 

Reform, North West Province is regulated by the Employee Performance Management 

and Development System (EPMDS) policy that has been effective since April 2009. The 
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EPMDS was derived from the DPSA EPMDS framework. The EPMDS defines 

performance management as a purposeful , continuous process aimed at positively 

influencing employee behaviour for the achievement of the organisation's strategic 

goals, determination of the correct activities as well as the evaluation and recognition of 

the execution of tasks with the aim of improving their efficiency and effectiveness, as 

well as a means of improving results from the department, teams and individuals by 

understanding and managing performance within an agreed framework of planned 

goals, objectives, standards and incentives. 

According to EPMDS (2009), the objectives of performance management are outlined 

as follows: 

• To promote learning and development; 

• To ensure and improve service delivery; 

• To clarify service expectations, to strengthen and improve communication 

between supervisors and subordinates; 

• To promote a fair performance assessment; 

• To reward performance that is rated at fully effective performance significantly 

above average and outstanding performance; and 

• To manage the performance that is not entirely effective. 

2.5 Performance management cycle 

The performance cycle in the DRDLR covers a period of 12 months, starting from 1 

April every year and ends on 31 March of the following year. The performance 

management cycle is divided into five stages, namely performance planning, 

performance review, performance assessment and appraisals, developing performance, 

and lastly, reward and recognition. The performance management cycle is illustrated in 

Figure 2.1 
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Figure 2-1: Performance management cycle 

Source: Author's conceptualisation adapted from Armstrong (2006) 

2.5.1 Performance planning 

At the initiation of the cycle, employees align their individual goals with those of the 

organisation, identifies core competency improvements and key result areas, agree with 

the supervisor on the actions needed to accomplish the objectives and lay out a 

personal development plan together (Rowley & Jackson, 2011 ). The employer and the 

employee should begin by developing a performance agreement that outlines what 

employees will be expected to accomplish. A unique feature of this phase is that the 

parameters of a job and its associated goals and performance indicators should be 

subject to negotiation to foster engagement. It is during this negotiation that the 

psychological contract should be reviewed to facilitate the development of engagement 

(Gruman & Saks, 2011 ). 

A performance agreement involves the negotiation of goals and targets that employees 

will accomplish. Gruman and Saks (2011) suggested that when goals are set, the 

achievement of corporate objectives should be taken into account, and employees 

should also be allowed to formulate their goals within the broader organisational 

context. Gruman and Saks (2011) suggest that engagement will be fostered when 

20 



employees are allowed to have a say in setting goals, rather than when they are 

required to satisfy goals that are imposed on them. Engaging employees in setting 

goals takes into account the employees' values and interests, which represent their true 

selves (Gruman & Saks, 2011 ). 

According to the EPMDS (2009), all employees from level 1 to 12 are obligated to 

conclude their performance agreements (PA'S) after the planning process has been 

finalised and approved by the relevant authorities. The performance agreement (PA) is 

reviewed on an annual basis. In the PA, there should be a personal development plan 

(PDP) linked to the performance requirements in the work plan of a PA. The work plan 

must clearly indicate output standards and target dates. If there is a shift of focus that is 

approved by the relevant authority, another PA should be signed by both parties once 

again. The assessments that will be conducted should be linked to the periods of the 

submitted performance agreements. 

In research conducted by Mgijima (2010), it was found that in the Public Service, 

personal development plans (PDPs) are completed for the sake of compliance instead 

of genuinely identifying training needs that address the identified performance gaps 

during performance reviews. 

2.5.2 Performance review 

This phase is also referred to as "Leading that takes place normally during the year 

whereby the supervisor and subordinate review the progress on goals and 

competencies formally or informally and the supervisor give any coaching and support 

needed to help the subordinate attain the agreed objectives" (Rowley & Jackson, 2011 ). 

According to Kirkpatrick (2006), performance reviews are the keystone of the 

performance management process and are important in the on-going development of 

staff. Stredwick (2005) states that the employee and the manager should have an 

extended discussion, in which reviews from the past performance are reviewed and 

they should agree on plans for the future performance. The period in which these 

discussions are held , is normally a year, but some organisations have decided that the 

process is so important that it needs to take place twice or four times annually. The 

EPMDS (2009) indicates that the performance of employees must be continuously 

monitored to enable the identification of performance barriers and address 

developmental needs as they arise. This will assist in identifying performance problems 
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or deviations regarding time and to allocate the resources needed for optimal 

performance. 

2.5.3 Performance appraisal 

Thomas and Lazarova (2014) concluded that, while the performance management 

system includes performance management interventions, including goal setting and 

motivation , the central component of the performance management system is the 

performance appraisal. The core of a performance management system is usually the 

performance appraisal. This is a formal and systematic process to review performance 

and provide oral and written feedback about how well employees perform (Selden & 

Sowa, 2011 ). Grabler and Warnich (2012) referred to performance appraisal as a 

process of evaluating how well employees perform their jobs when compared to the set 

performance standards and then give feedback to the employees concerned. 

Jonathan, Pawan and Aan (2014) state that performance appraisal refers to the formal 

evaluation of employees' performance conducted to determine the degree to which they 

are meeting specific objectives. The performance appraisal is currently the most 

important part of a promotion to reflect the significance of employee performance in 

government (Kind & Hong, 2013). The performance appraisal encroaches upon one of 

the most emotionally charged activities in business life. That is the assessment of a 

man's contribution and ability. Employee performance ratings serve as inputs to 

performance-based feedback and administrative decisions related to promotion, training 

and salary increases (Narcisse & Harcourt, 2008). Mulvaney, Mckinney and Grodsky 

(2012) claim that well-designed employee performance appraisal instruments play an 

important role by providing employers with performance information that can guide 

administrative and developmental decision-making about their employees. 

Administratively, performance appraisal serves as a formal evaluation tool used by 

managers to determine the distribution of pay increases and promotion. 

Developmentally, performance appraisals are important in helping employers to identify 

issues such as employee training needs and cross-training opportunities (Mulvaney et 

al., 2012). 

The EPMDS (2009) describes performance on a five-point rating scale (1 = 

unacceptable performance; 5= outstanding performance). Employees should be 

assessed quarterly and there should be a final assessment report in the form of the 

22 



annual assessment report. During the formal assessments, subordinates and 

supervisors agree on scores depending on their level of performance. Those ratings are 

subsequently taken for moderation for confirmation and endorsement. In finalising the 

process, the moderation committee makes a recommendation to the Head of the 

Department (HOD) for the allocation of rewards. Should the HOD find everything in 

compliance with the EPMS policy, those will be approved and implemented. 

2.5.4 Developing performance , 

One of the critical tools for the effective utilisation and development of employees is the 

human resource development plan. Another tool is personal development plans that are 

used to identify the training needs that are aligned with the actual job performance (The 

Public Service Commission, 2010). Armstrong (2006) argued that improving the 

performance of employees remains a critical part of the continuous process of 

performance management. The performance management process should be aimed at 

maximising performance (Armstrong, 2006). Not every employee will perform 

satisfactorily or above, and as a result of poor performance, should be dealt with 

accordingly and within the performance cycle. Poor performance must be corrected 

through a combination of counselling , coaching, training and development (Amos et al., 
\. 

2012). The EPMS policy (2009) also suggests that poor performance must be corrected 

in a prescribed manner. The supervisor must ensure that the employee is monitored 

and constant feedback is provided to the employee. 

2.5.5 Rewards and recognition 

Rowley and Jackson (2011) define rewarding as a systematic process that is used to 

link performance targets with rewards. This can be as merit pay, commission or 

incentive pay bonus (Rowley & Jackson, 2011 ). Employees with high performance must 

be rewarded and, equally, poor performers must be corrected (Amos et al., 2012). The 

practice of employee recognition was developed from motivation theories (Victor et al. , 

2012). Motivation theories consider employee recognition as a reinforcement 

contingency with the capacity to shape behaviour and improve performance. Providing 

behavioural consequences that reinforce desired behaviour may, therefore, improve the 

effectiveness of the performance management system (Victor et al., 2012). According to 

Azzone and Palermo (2011 ), rewards can be linked to the extent to which planned 

objectives are achieved or how results are obtained regarding output quality, 
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competencies and professional development. The reward systems include recognition 

given to employees, which can be in the form of a cash bonus, pay raises, or in 

promotion (Jain, 2014). The author further argued that if rewards are administered 

under the right conditions, they could be a major source of motivation with an emphasis 

on linking rewards with the performance. However, Jonathan et al. (2014) went beyond 

the motivation factor by arguing that the purpose of reward is to attract, retain and 

motivate employees. Employers need to ensure that they attract, retain and motivate 

their employees. Jain (2014) reiterated that for a reward system to be effective, it should 

be linked with the performance development system, which focuses on performance

based pay and offers ample learning opportunities along with a healthy work 

environment (Jain, 2014). According to the Employee Performance Management 

System Policy (2009) in the Department of Rural Development and Land Reform, the 

reward system is two-fold, namely pay progression and performance bonus. Employees 

on salary level 1 to 12 are eligible for pay progression to a maximum notch of the salary 

level attached to their post. Pay progression is a 1.5% annual progression to the next 

notch within the relevant level. This is only applicable when an employee meets an 

acceptable standard of performance, which is the rating of 3 to 5 regarding the annual 

assessment. A performance bonus is a financial award granted to an employee in 

recognition of sustained performance that is significantly above expectations and is 

rated as such regarding the rating scale. The value of the bonus is calculated on the 

employee's actual notch (level 1-10) or remuneration package (level 11-12), but not 

exceeding the maximum notch of the scale attached to the post. 

2.6 Performance management system effectiveness (PMSE) 

Having discussed the process of the performance management system above, the 

primary focus of this study is on the performance management system effectiveness 

(PMSE) based on two determinants, namely accuracy and fairness. Firstly, 

effectiveness within the context of performance management systems will be discussed, 

followed by a discussion of the two constructs, namely accuracy and fairness as 

determinants of effectiveness. 

Vlasceanu et al. (2007) defined effectiveness as a measure of the success of a system 

in the achievement of specific goals. They suggested that effectiveness is different from 

efficiency, which is measured as the capacity to attain set objectives with th.e ominal 
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waste of resources or effort. Therefore, to measure employees' perception of the 

performance management system effectiveness, the focus is on accuracy and fairness 

within the PMS context (Sharma et al. , 2016). Therefore, performance management 

system effectiveness is determined by how employees perceive the accuracy and 

fairness of the implementation of the system (Luthra & Jain, 2012). 

According to Sharma et al. (2016), performance management system effectiveness 

(PMSE) is concerned with the level to which a performance management system meets 

its intended objectives. The authors defined performance management system 

effectiveness as its ability to influence employees' performances and the differentiation 

between high and low performers (Sharma et al., 2016). Baird , Schoch and Chen 

(2012) define an effective performance management system as one that successfully 

achieves the intended objectives of performance management. Baird et al. (2012) state 

that, apart from improved organisational performance, an effective performance 

management system can also contribute to other important outcomes, such as 

improved employee commitment, involvement and motivation. An effective performance 

management system can also help with restructuring organisations and improving their 

ability to develop, deploy, recruit and retain employees (Baird et al., 2012). 

Sharma et al. (2016) suggested that the significant factor of the performance 

management system is its acceptance by employees. The performance management 

system cannot be effective if employees do not perceive it as being accurate and fair. 

Sharma et al. (2016) defined appraisal effectiveness as the accuracy of performance 

ratings and observations, plus the ability to improve employee performance. Appraisals 

occur in complex social systems. Employees' positive perceptions about PMS matter 

much more for their effectiveness than their design (Sharma et al. , 2016). Furthermore, 

the authors purported that employees' beliefs about PMS accuracy and fairness could 

be used to map its effectiveness. This assertion is supported by Levy and Williams 

(2004) who also purported that employees' perceptions of their appraisals are the best 

criteria to evaluate its effectiveness as even the most psychometrically valid appraisals 

would be ineffective if they were unacceptable to employees. For a performance 

management system to be effective, there are some factors that need to be considered . 

These critical success factors include clear communication of performance 

expectations, appraiser training, employee participation, assigning a qualified appraiser 

to the appraisee and giving regular feedback to the appraisee on progress toward the 

25 



set targets. Furthermore, appraising performance and recording it on the appraisal form 

provide the appraisee access to appraisal-related information and give weight to the 

voice of appraises, performance monitoring and linking rewards to performance 

(Sharma et al. , 2016). 

Clear communication of performance expectation is a critical success factor. Employees 

must be provided with sufficient and clear information regarding performance 

expectations as they are required to infer cause-;-effect attributions by this 

communication (Birona et al., 2011 ). Management should communicate these issues in 

a clear and consistent manner to build awareness, and in the process, they signal the 

importance of these issues to employees (lkramullah et al. , 2016). Employees often 

seek such information, regarding what is expected from them, where they and their 

department fit into the overall goals, and what the company's plans are for the near and 

more distant future. Moreover, sharing this information and creating an open 

environment foster a commitment from both line managers and employees, improving 

perceptions of the employer-employee partnership, thereby promoting an integrative 

work climate (Birona et al., 2011 ). 

An additional critical success factor is to provide adequate training to appraisers. An 
\ 

effective performance management system depends on executives and managers 

having the knowledge, ability and willingness to use the system appropriately (Baird et 

al., 2012). People who are involved in implementing performance management 

processes are central to the success or failure of the process. Therefore, they must be 

sufficiently trained (Birona et al., 2011 ). In particular, if a manager is trained incorrectly 

or not trained at all , the likelihood of ratter bias (i.e. subjective inflating or deflating of 

performance reviews because of either intentional or unconscious errors) increases. 

This has been found to adversely affect the success and legitimacy of performance 

evaluation programmes (Birona et al. , 2011 ). 

In a study conducted by Birona et al. (2011 ), managers who were trained were found to 

be more knowledgeable of the performance appraisal procedure and their appraisal 

discussions were perceived by employees as more satisfying than employees of 

managers who were not trained . Birona et al. (2011) concluded that performance 

appraisal training resulted in an overall increase in rating accuracy. The success or 

failure of a PA system relies heavily on qualified appraisers (lkramullah et al. , 2016). 
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The appraiser, being a primary source of information regarding rules and procedures 

that govern the performance appraisal system of an organisation, is considered to be an 

employee's point of interaction. Therefore, assigning a qualified appraiser is critical for 

the effectiveness of a PA system. A qualified appraiser is the one who is fully equipped 

to conduct performance appraisals, giving feedback, coaching employees and has 

knowledge of all the rules and procedures governing a PA system (lkramullah et al., 

2016). 

Regular performance feedback is considered to be a critical component of an effective 

PA system. It is a vehicle through which appraisees receive information about 

organisational expectations and work requirements, and how well they have attained 

their performance goals (lkramullah et al., 2016). In twenty-first century organisations, 

appraisers are advised to get appraisees' inputs before making any final rating decision. 

This practice prevails today, because, when there is no performance feedback, 

appraisees experience no participation in the PA system. However, with the appraisal 

feedback discussion, they will perceive to have a voice and the ability to influence 

decisions. For an effective appraisal system, appraisal feedback must be given to 

employees (Dewettinck & van Dijk, 2013). 

In the PA system of an organisation , appraisees should be provided with appraisal

related information regarding their performance. Appraisees should have access to their 

appraisal reports and they must have clear information about potential benefits of high 

ratings or consequences of low ratings. Moreover, there should not be any hidden 

agenda behind conducting appraisals. All of this is likely to ensure favourable 

organisational outcomes, such as organisational commitment and job satisfaction 

(lkramullah et al., 2016). When employees are involved in goal setting, such employees 

are likely to have an increased goal understanding, increased goal acceptance, 

increased commitment to the goal and more ambitious goal setting (Dewettinck & van 

Dijk, 2013). Consequently, all these reactions are related to improved task performance, 

thereby linking employee participation in goal setting to PM system effectiveness 

(Dewettinck & van Dijk, 2013). 

The rating format is the manner in which the performance of an employee is assessed 

and recorded. The appraisal form used needs to be reliable and valid, for example the 

form should be designed in such a manner that it can accurately measure the actual job 
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performance of appraisee. Moreover, PA (assessing performance and recording on the 

form) needs to be conducted at a specified period (quarterly, semi-annually or annually 

(lkramullah et al. , 2016). 

Proper planning and setting performance targets are essential for PMSE. To increase 

effectiveness, organisations set goals, develop plans and then take actions to 

accomplish these goals. In line with this, for the rational goal model of effectiveness of 

PA systems, managers need to focus on setting and planning employee performance 

targets, monitoring performance on a continuous basis in order to ensure progress 

toward set goals, and attainment of the goals for which the PA system is devised 

(lkramullah et al., 2016). The authors further concluded that employees are less likely to 

meet the appraiser's expectations if they are not aware of what they are expected to do 

and how to do it. Therefore, appraisers need to share performance expectations with a 

subordinate and set their performance targets clearly. In doing this, individuals' 

performance goals may be aligned with overall organisational goals, so that employees 

can contribute to the success of the organisation (lkramullah et al. , 2016). 

Regular monitoring of appraisees' performance and giving them feedback in a 

supportive manner can be helpful in meeting their performance targets. Furthermore, 

performance monitoring also helps appraisers evaluate appraisees' performance 

accurately, i.e. based on their actual job performance instead of global judgements. 

Furthermore, it can help appraisers keep the lid on employees' performance so that in 

the case of any deficiency they could aid in overcoming it (lkramullah et al., 2016). 

For a performance management system to be effective, performance and rewards 

should be clearly linked. The relationship of performance to rewards is an important 

factor in motivating employees (Tung , Baird & Schoch, 2011 ). Similarly, McShane and 

Travaglione (2003) suggested that companies need to al ign rewards with a performance 

that is within the employee's control. Consequently, the more employees see 

congruency between their daily actions and the reward , the more motivated they will be 

to improve performance. Linking performance to rewards has also been identified as an 

important factor influencing the effectiveness of a performance management system. 

In organisational culture, an enhanced innovation is related to increased performance. 

Therefore, it may be assumed that culture has an indirect effect on performance. 

However, the assumption in the literature on the topic is that culture is directly related to 
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performance because culture influences the behaviour of the members of the 

organisation (Naranjo-Valencia et al. , 2016). There are empirical findings (Naranjo

Valencia et al. 2016) that there is a relationship between organisational culture and 

performance; there is evidence that culture has a positive effect on performance. 

Organisational justice refers to employees' perceptions of the degree of fairness with 

which organisational authorities treat them (Whitman et al., 2012). When employees 

perceive high levels of organisational justice, there would be an increase in positive 

work attitudes and behaviours, job satisfaction and job commitment (Silva & Caetano, 

2014 ). The absence of a fa ir work environment can have adverse effects on employees' 

psychological well-being , absenteeism, stress, employee turnover and retaliatory 

intentions (Silva & Caetano, 2014). l~.~~~Y / 
Management concern for the conduct of the performance manag-ement process refers 

to senior management's demonstrated concern about the accuracy of ratings and their 

commitment to the appraisal process, reflected in the steps taken to ensure that norms 

regarding practice, standards and outcomes of appraisal are understood and accepted 

by appraisees (Wood & Marshall, 2008). The authors further argued that management 

concern over the performance management process may vary within organisations and 

this may influence rating behaviour and appraiser and appraisee reactions o the 

appraisal process (Wood & Marshall , 2008). 

Bedarkar and Pandita (2014) assert that employee engagement results in positive 

feelings towards work and organisation thereby increasing job performance. 

Engagement may lead to mindfulness, intrinsic motivation, creativity, authenticity, non

defensive communication and ethical behaviour (Wood & Marshall , 2008). 

Organisational outcomes of engagement could be customer loyalty, employee retention, 

employee productivity, advocacy of the organisation and business success (Bedarkar & 

Pandita, 2014). Performance management may achieve its effects on organisational 

achievement through increased worker engagement (Kotze et al., 2014 ). Various 

activities of performance management increase work engagement (Gruman & Saks, 

2011 ). Providing feedback is positively related to engagement through managerial 

support, being sensitive and boosting self-efficacy (Gruman & Saks, 2011 ). Mone and 

London (2010) found that for employees to have enhanced job satisfaction, motivation, 

morale and contribute to organisational performance, recognition and rewards remain 

critical to engagement. Coaching is regarded as an important source of support from a 
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manager as it promotes a climate of trust and empowerment (Gruman & Saks, 2011 ). 

Mone et al. (2011 ) reported that trust and empowerment are intimately related since 

empowerment is built upon trust. The authors further concluded that, when the 

performance management process is perceived by employees as empowering, they are 

likely to exhibit higher levels of work performance and engagement (Kotze et al. , 2014). 

The performance management effectiveness is determined by the aforementioned 

facilitating practices that are proposed as formal indicators. It is suggested that the 

presence of these practices signals that the organisation cares about performance 

management, and this, in turn , facilitates the effectiveness of the system (Birona et al. , 

2011 ). 

2. 7 Performance managements system accuracy and fairness as determinants 

of effectiveness 

Performance management system effectiveness (PMSE) should be measured using 

perceived performance management system accuracy and fairness as separate 

indicators of its effectiveness (Sharma et al. , 2016). The authors stated that accuracy 

did not call for a shared objective reality between the appraiser and the appraisee, but 

rather a common vision of acceptable standards and information relevant to evaluate 

performance. PMS accuracy indicates employee perception of the correctness of PMS 

through the alignment of the employees and the organisation's goals, clarity about 

goals, performance standards and skills/behaviours required at different levels; a clear 

linkage of goals with business needs; performance evaluation against planned 

standards, proper evaluation of employee strengths, regular feedback about 

performance, facilitation of employee development, and a clear linkage between 

performance and PMS outcomes (Sharma et al., 2016). 

2.7.1 Performance management system accuracy factors 

Performance management system accuracy indicates employee perception of the 

correctness of PMS through the alignment of the employees and the organisation's 

goals, clarity about goals, performance standards and skills/behaviours required at 

different levels, a clear linkage of goals with business needs, performance evaluation 

against planned standards, proper evaluation of employee strengths, regular feedback 

about performance, facilitation of employee development and a clear linkage between 
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performance and PMS outcomes (Sharma et al., 2016). Roberson and Stewart (2006) 

contended that because accuracy in appraisal processes implies more reliable 

information about the real intentions of the feedback source or the recipient's actual 

level of performance, feedback that is perceived as accurate may also be perceived as 

fair. Furthermore, given that fair procedures are considered to be indicative of the 

predictability and certainty of favourable outcomes, procedural justice in feedback 

processes may motivate recipients to expand effort to receive the desired outcomes. 

The authors proposed that perceptions of procedural justice would mediate the 

relationship between perceived feedback accuracy and recipient motivation to improve 

performance (Roberson & Stewart, 2006). 

PMS accuracy implies the extent to which PMS provides an exact basis for recognition 

of employee performance to accurately enhance performance that contributes value to 

the organisation . Within the PMS context, this is equivalent to "doing the right thing" 

(Sharma et al., 2016). Colquitt (2001) referred to PMS accuracy as the extent to which 

accurate and thorough information is collected and used as evidence when procedures 

or rules are applied. Son and Park (2016) define accuracy as employees' perceptions 

about how their employers use information as evidence when performance 

management system rules are implemented , taking into account the correctness, 

relevance and thoroughness of the information. Tsai and Wang (2013) argued that 

perceived appraisal accuracy has been shown to influence employees' behaviour and 

performance and, in turn , organisational performance. The accurate or, inversely, the 

inaccurate level of PA depends on the human awareness and perception of the process 

and outcomes of PA (Tsai & Wang, 2013). 

Employees' behaviour and performance depend on their perceptions of appraisal 

accuracy beliefs, especially when pay is tied to performance (Tsai & Wang, 2013). The 

perceived appraisal accuracy, interrelated with perceived fairness, is believed to 

influence employees' organisational citizenship behaviour (Tsai & Wang, 2013). Based 

on the equity and social exchange theories, Tsai and Wang (2013) postulate that 

perceived appraisal accuracy and fairness can enhance an employee's commitment to 

an organisation through organisational citizenship behaviour (OCB) . Employees' 

perceived appraisal accuracy is an important attitudinal dimension of organisations 

because of its prospective influences on citizen organisational behaviour, individual 

performance and organisational performance (Tsai & Wang, 2013). Employees are 
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more likely to buy into the appraisal system and participate in the performance appraisal 

process and actions that are based on appraisals only if they feel that the appraisals are 

more accurate (Selvarajan & Cloninger, 2012). 

For the purpose of this study, the PMS accuracy factors as conceptual ised by Sharma 

et al. (2016) will be discussed . These accuracy factors include performance planning 

accuracy, feedback and coaching accuracy, performance review accuracy and 

outcomes accuracy. 

2.7.1.1 Performance planning accuracy 

Performance planning accuracy is the degree to which the employee perceives that the 

performance planning phase of PMS ensures the alignment of the employee's 

performance goals (through relevant behaviours/skills) with the organisational goals 

(Sharma et al., 2016). The organisational policy requires immediate supervisors to first 

establish performance standards for each employee at the start of the appraisal period 

(Narcisse & Harcourt, 2008). Narcisse and Harcourt (2008) further argued that 

performance standards are supposed to be discussed with employees and revised 

when necessary. However, the authors in their study (2008) found that all of the 

participants they interviewed were concerned about not being given clear performance 

standards or objectives in advance. They furthermore concluded that supervisors take 

for granted that a job description will suffice for employees to know what is expected of 

them (Narcisse & Harcourt, 2008). Tsai and Wang (2013) argued that if employees are 

involved in the design of the performance management system, it will help them to 

create a sense of control over the whole system and this, in turn , may cultivate their 

perceived appraisal accuracy. 

2.7.1.2 Feedback and coaching accuracy 

Feedback and coaching accuracy is the extent to which the employee perceives that the 

feedback and coaching phase of PMS ensures the alignment of the employee's 

delivered performance with the planned performance through regular feedback and 

coaching throughout the year (Sharma et al., 2016). Upon setting standards, 

supervisors ought to monitor the performance of the employee and provide a 

continuous, constructive feedback over the appraisal period (Narcisse & Harcourt, 

2008). Developing an individual's potential is another critical role of feedback and 
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coaching accuracy. In that role, the manager is usually a mentor rather than a judge. 

The emphasis is on identifying performance gaps, potentials and planning employees' 

growth opportunities and direction (Mathis & Jackson, 2011 ). Mathis and Jackson 

(2011) report that most employees have a strong need to know how well they are 

performing . They concluded that an effective appraisal system provides continuous 

feedback to employees. There should be minimal surprises during a performance 

review (Mathis & Jackson, 2011 ). Managers should handle daily performance problems 

when they arise and not allow them to pile up for longer periods and then address them 

during the performance appraisal interview (lbeogu & Ozturen, 2015). 

2. 7.1.3 Performance review accuracy 

Sharma et al. (2016) define performance review accuracy as the degree to which the 

employee perceives that the annual performance review phase of PMS measures the 

alignment of the employee's annual performance with the planned performance through 

an assessment of the employee's performance against planned goals 

(behaviours/skills) . Supervisors must assess each employee's performance against the 

set performance standards (Narcisse & Harcourt, 2008). The authors further argued that 

employees should be given an opportunity to go through a completed appraisal before it 

can be discussed with the supervisor. Finally, when development gaps are identified , 

the supervisor must initiate appropriate action for performance improvement (Narcisse 

& Harcourt, 2008). 

A study conducted by Tsai and Wang (2013) shows that when companies provide 

adequate and clear information as well as regular face-to-face communications 

regarding changes, employees become happy and feel that the PA system is fairer than 

when they are not provided with information. Selvarajan and Cloninger (2012) argued 

that better interactions between employees and managers are attributed to frequent 

appraisals, thereby leading to positive interactional fairness in the part of employees. 

Well-timed appraisals may be perceived as following appropriate procedures for 

providing feedback as opposed to the feedback that is provided late, which may be 

seen as procedurally unfair (Selvarajan & Cloninger, 2012). 
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2. 7.1.4 Outcomes accuracy 

Outcomes accuracy is defined by Sharma et al. (2016) as the extent to which the 

employee perceives that the outcomes phase of PMS ensures that the performance

based rating, compensation, reward and/or recognition are clearly tied to the 

employee's annual performance review. Lawler Ill (2003), in his study, found that when 

there is a connection between the results of the performance management system and 

the reward system of the organisation, the performance appraisal system is perceived 

to be effective. This is consistent with Baird et al. (2012), whose findings suggest that 

when employees observe a linkage of performance and rewards, they are most likely to 

work towards the achievement of organisational objectives and goals. 

2.7.2 Performance management system fairness 

Sharma et al. (2016) concluded that fairness does not need a detailed account of 

employees' work outputs, but rather a common sense of interpersonal treatment, 

explanation of decisions and reward allocation. PMS cannot be expected to be effective 

unless employees respond to these in the ways intended. For effectiveness, such 

systems need to be perceived as fair regarding the distribution of outcomes (distributive 

justice), processes followed to arrive at distributions (procedural justice) and clarity of 

communication mechanisms (Sharma et al. , 2016). This signifies the perceptions of 

employees regarding the PMS's fairness through justice/righteousness in all aspects of 

performance management system (Sharma et al., 2016). 

Sharma et al. (2016) adapted a measure of organisational justice from Colquitt (2001 ), 

which can be tailored to specific contexts. Colquitt (2001) provides empirical 

confirmation that justice can be best conceptualised as comprising four distinct yet 

highly correlated factors: procedural (fairness of procedures), distributive (fairness of 

outcomes), interpersonal (fairness/quality of interpersonal treatment) and informational 

(fairness of explanations). 

Priesemuth, Arnaud and Schminke (2013) indicate that when employees feel that they 

have been unfairly treated in work-related matters, they are more likely to respond with 

anger, resentment and retaliatory behaviours. Sharma et al. (2016) concluded that 

performance management system fairness implies the righteousness of PMS ensured 

through distributive, procedural, informational and interpersonal justice. Within the 
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context of PMS, this is synonymous with "doing things the right way". Together, PMS 

accuracy and fairness indicate that a PMS "does the right things in the right way" 

(Sharma et al. , 2016). 

To have an understanding of fairness, organisational justice theory is explained. 

Organisational justice theory suggests that the manner in which people are treated 

influences their judgement on fairness (Lau & Martin-Sardesai , 2012). They further 

asserted that people are interested in fair procedures and fair outcomes. Employees will 

be dissatisfied when they perceive procedures and outcomes as unfair (Lau & Martin

Sardesai , 2012). Greenberg (1987) was the first author to explain organisational justice 

in organisations. Organisational justice refers to people's perception of fairness in 

organisations (Vasset, 2010). Greenberg (1987) further asserts that organisational 

justice implies that fairness is being considered in the organisation. Organisational 

justice theory is mainly concerned with the role of fairness perceptions in the workplace 

(Vou~em, Kramer & Schaffer, 2016). According to El9i , Karabay and Akyuz (2015), 

organisational justice is the employee's perception of fairness towards decisions, 

policies and procedures occurring in the workplace. Consistent with Vou~em et al. 

(2016), Hassan and Hashim (2011) perceive organisational justice to be describing the 

role of fairness as it directly relates to the workplace. In particular, the authors argued 

that organisational justice is concerned with the way in which employees determine 

whether they have been treated fairly in their jobs and the ways in which those 

determinations influence other work-related variables (Hassan & Hashim, 2011 ). 

Lau and Martin-Sardesai (2012) assert that during PMS, employees are interested in 

procedures and outcomes that are fai r. If procedures and outcomes are perceived to be 

unfair, employees are likely to be more dissatisfied . Managers who are committed to 

foster an impression of fairness will act to ensure that their workplaces adopt systems 

and procedures that are perceived to be fair by their employees. Such managers are 

likely to make every effort to incorporate fair performance measures that treat all 

employees fairly. When employees are treated fairly, they are most likely to be satisfied 

with the performance management system (Lau & Martin-Sardesai, 2012). 

Organisational justice consists of several sub-d imensions, referring to the allocation of 

outcomes such as promotion opportunities or financial rewards, the process by which 

the allocations were made, the provided information about the process, and the 

received relational treatment during this process (Colquitt, 2001 ). Mohamed and 
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Zaitouni (2015) argued that organisational justice in performance appraisal can be 

achieved by developing a system within a framework of various conceptualisations of 

justice and by examining the concept of organisational justice itself. Rowland and Hall 

(2012) stated that a fair treatment of employees is likely to foster loyalty on the part of 

employees to the organisation. Knoll and Gill (2011) noted that the appraisal itself 

determines the employee's belief about fairness . This relationship directly affects the 

rate of employee retention . Employees' perceptions of organisational justice are likely to 

be revealed in performance appraisals, with positive perceptions leading to positive 

behaviour and enhanced performance ratings and vice versa (Mohamed & Zaitouni, 

2015). 

Lau and Martin-Sardesai (2012) state that employees' motivation effect would not be 

realised, unless they perceive the performance measurement systems as fair. Within 

the context of PMS, the authors suggest that employees will judge measurements as 

fa ir if such measures lead to performance evaluations that are based on complete and 

accurate information, they reflect their long-term interests, contain some provisions to 

appeal against and rectify unfair evaluations, reflect performance within their control , 

protect their interests, and indicate the polite and dignified treatment of individuals (Lau 

& Martin-Sardesai, 2012). Lau and Martin-Sardesai (2012) suggest that if employees 

perceive fairness in systems and procedures, they are likely to be satisfied with the 

outcomes they receive even when the outcomes are not what they desired. 

Komodromos (2014) states that fairness in organisations is imperative because it 

affects behaviours and results in the workplace, and can foster effective functioning of 

organisations. The author further contends that employees' perceptions of justice are 

influenced by organisational practices, organisational outcomes and their 

characteristics. Komodromos (2014) alluded to the fact that perceived justice has been 

associated with improved job satisfaction, job performance, citizenship behaviours, and 

commitment to an organisation. Dewettinck and van Dijk (2013) argue that fairness 

enhances employee understanding about the connection between results and 

evaluations, and between evaluations and outcomes. Employee reactions to the 

appraisal and reward processes determine the extent to which employees are motivated 

to improve their performance. Employee perceptions of fairness are essential for the 

effectiveness of PM systems (Dewettinck & van Dijk, 2013). Greenberg (1986) argued 

that organisational justice theory has a role to play in performance appraisal systems. 
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Greenberg (1986) identifies four dimensions of organisational justice: procedural , 

distributive, informational and interpersonal justice. Palaiologos, Papazekos and 

Panayotopoulou, (2011) noted that distributive justice, procedural justice and 

interactional justice all play significant roles in the performance appraisal system. A fair 

performance appraisal system helps to improve both managers and employees' work 

processes (Warokka, Gallato & Moorthy, 2012). 

This study has focused on four components of organisational justice, namely procedural 

justice, distributive justice, interpersonal justice and informational justice. 

2.7.2.1 Procedural justice Nwu
lBRA.Rv/ 

Cho and Sai (2012) define procedural justice as a legal decision-making process 

through which fair outcomes are determined. Similarly, Kerwin , Jordan and Turner 

(2015) also asserted that procedural justice is based on judgements of fa irness 

regarding the policies and procedures used in the decision-making process of 

organisations. Cho and Sai (2012) argued that procedural justice enhances employee 

commitment to their organisations, trust in management, harmony in the organisation, 

and job satisfaction . On the other hand, if people perceive the processes to be unfair, 

that leads to higher turnover intention, higher levels of conflict, poor work attitudes, less 

organisational citizenship behaviours and lower job performance (Cho & Sai , 2012). It 

concerns employees' evaluations of the way in which decisions are made; that is, 

independent of whether an outcome is good or bad , employees examine whether the 

procedures used are fair (Caza & Lind , 2011 ). Consistent with other research , Cho and 

Sai (2012) as well as Lau and Martin-Sardesai (2012), in their studies, found that 

procedural fairness affects job satisfaction. Procedural justice was assessed by 

comparing the process one experiences to several generalisable procedural rules. If the 

rules were upheld and applied consistently, the procedure was just (Cho & Sai , 2012). 

Leventhal ( 1980) proposed six justice rules that individuals use to assess procedural 

justice. According to the author, individuals look for information about the procedures 

that were followed to determine outcomes and then evaluate to what extent these 

procedures are fair based on the following : 

• The consistency rule: procedures should be applied consistently to all individuals 

concerned and over time; 
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• The bias-suppression rule: procedures should be objective or, in other words, 

they should not unduly favour or disfavour any individuals (they should be free of 

favouritism and prejudices); 

• The accuracy rule: information used should reflect reality and should be treated 

by competent decision-makers; 

• The correctability rules: procedures should provide the opportunity to review and 

correct decisions after they have been made; 

• The representativeness rule: procedures should provide the opportunity for 

recipients to express their point of view (e.g. provide information, be directly 

involved in the process, be adequately represented among the decision-makers); 

and 

• The ethicality rule : procedures should respect the values and moral principles of 

the recipients. 

However, Narcisse and Harcourt (2008) stated that there are three essential criteria that 

procedural justice is dependent on, i.e. fair hearing, adequate notice, and judgement 

based on evidence. Adequate notice involves the establishment of performance 

objectives and standards at the start of the appraisal period and requires employee 

input in setting those performance standards. Furthermore, continuous and timely 

feedback should be provided to employees throughout the appraisal period (Narcisse & 

Harcourt, 2008). 

The ultimate goal of any performance evaluation system is to foster positive work 

attitudes and behaviours of managers and to increase their motivation and performance 

(Hartmann & Slapnicar, 2012). Narcisse and Harcourt (2008) found that employees at 

low and middle-level positions believed that the appraisal system was unfair because 

they were not involved in setting performance standards. Inadequate and untimely 

feedback from the supervisor also contributed to this unjust feeling (Narcisse & 

Harcourt, 2008). The authors further found that employees who have been deprived of 

an opportunity to discuss and challenge their appraisal ratings and the manner in which 

it was derived, expressed negative perceptions about the appraisal process (Narcisse & 

Harcourt, 2008). 

Tsai and Wang (2013) concluded that procedural justice is shown to have a positive 

relationship with employees' perceived appraisal accuracy. In their study, interviewees 
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expressed that fairness in the process of conducting PA was critical and that they 

valued the opportunity to participate in the PA system either by 'means of voice' or 

'direct participation in the operation' of the PA system (Tsai & Wang, 2013). 

2. 7.2.2 Distributive justice 

Distributive justice was originally conceptualised based on Adams' equity theory (1963) , 

which suggested that resource allocation among employees should be consistent with 

the ratio of each employee's contribution to an organisation. Reward allocation 

corresponding to performance inputs and similar social comparisons of reward with 

relevant referents is perceived as fair (Adams, 1963). In other words, an individual who 

has contributed the most to an organisation should receive a greater amount of 

allocation than others. According to the theory, an employee tends to compare his/her 

job inputs and outcomes with others and perceives an injustice if he/she has not been 

treated fairly by the organisation based on referent comparisons (Kim & Andrew, 2013). 

The authors further asserted that equality consists of three sub-principles, namely 

equality of results , an equal distribution over the long term; equality of opportunities, an 

equal chance to receive resources; and equality of treatment, which means that all 

distributions are equal in a given situation (Kim & Andrew, 2013). 

Within a performance appraisal context, this dimension is related to the perceived 

fairness of performance ratings received by employees (Selvarajan & Cloninger, 2012). 

Distributive justice refers to employee judgements about the fairness of outcomes, 

about the levels at which resources are distributed among parties (Caza & Lind , 2011 ). 

Distributive justice is determined by the perceived fairness of outcomes experienced by 

an employee (Kerwin, Jordan & Turner, 2015). Distributive justice is primarily concerned 

with the fairness of outcome distribution (e.g. equitable allocation of resources, 

opportunities and rewards among employees) (Cho & Sai , 2012). 

According to Karkoulian , Assaker and Hallak (2016), when employees are satisfied with 

work outcomes, such satisfaction influences their perceptions of distributive justice. 

Employees compare their input and contribution to the company with the performance 

appraisal rating they receive. Their perception of distributive justice is determined by the 

fairness of the ratings (Palaiologos et al., 2011 ). Thurston and McNall (2010) found that 

the perception of the distributive justice is higher when employees perceive that 

performance appraisals' design is aimed at supporting one's capabilities. 
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In a study conducted by Narcisse and Harcourt (2008), distributive justice perceptions 

were found to be influenced by how consistent pay raises and promotions reflect 

appraisal ratings across all employees. This finding resonates with Adams' (1965) 

equity theory. Tsai and Wang (2013) found that respondents stress the fairness of 

outcome distribution only when the appraisal outcomes were linked to pay, recognition 

and promotion, self-interest and individual performance. As a result of this finding, 

employees will consider the PA system as effective if their performance is fairly 

rewarded (Tsai & Wang, 201 3). This finding denotes that distributive justice is a critical 

factor in determining employees' perceived appraisal accuracy. Gupta and Kumar 

(2012) concluded that employees who feel that they have been fairly appraised believe 

that the procedures followed are fair and just. 

2. 7.2.3 Interpersonal justice 

Interpersonal justice is fostered when organisations treat employees with dignity and 

respect and refrain from improper remarks or comments during the implementation of 

procedures (Colquitt et al., 2001 ). lnteractional fairness refers to the quality of 

interpersonal treatment, including politeness, dignity and respect (Colquitt, 2001 ). 

Colquitt (2001) further defined interactional justice as the interpersonal treatment people 
\ 

receive as procedures are enacted. lnteractional justice is fostered when decision-

makers treat people with respect and sensitivity and explain the rationale for decisions 

thoroughly (Colquitt, 2001 ). Similarly, Caza and Lind (2011) assert that interactional 

justice involves employees' perceptions of the interpersonal treatment they receive. 

Karkoulian et al. (2016) also shared the same view that interactional justice focuses on 

individuals' level of concern with the fairness of the interpersonal treatment and 

communication that they receive . Cho and Sai (2012) gave a broader assertion that 

interactional justice focuses on how decision-makers behave during the enactment of 

the decision-making procedure, which requires consistent and unbiased decision

making and delivery of information, timely feedback, and respectful treatment of 

employees. Walker et al. (2014) argued that interpersonal justice is seen as an 

extension of procedural justice, but related more to the communication process between 

justice source (recruiting organisation) and justice recipient. 

Kerwin et al. (2015) concluded that interpersonal justice indicates the degree to which 

employees are treated with respect, dignity and courtesy by decision-makers within an 
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organisation. The presence of interpersonal justice can alter employee reactions to 

unfavourable outcomes, provided the employee be treated with consideration (Kerwin et 

al., 2015). In interactional justice, managerial responsibilities included giving adequate 

consideration to employees' viewpoints, suppressing biases, applying decision-making 

criteria consistently across employees, giving timely feedback after a decision, providing 

a justification for the decision, being truthful in communication, and treating employees 

with courtesy and civility (Colquitt, 2001 ). lnteractional justice focuses on the importance 

of the quality of interpersonal treatment of the management in progress, and procedural 

justice emphasises procedural aspects in making allocation decision in organisations. 

Therefore, procedural justice should be more associated with the perceiver's reaction 

and attitude toward the organisation itself, while interactional justice should impact the 

perceiver's reaction and attitude toward the supervisor. lnteractional justice also 

addresses the extent to which formal organisational figures of authority treat their 

subordinates fairly and employees' perception of those figures' decisions and actions 

within the organisation as equitable (Palaiologos et al., 2011 ). 

lnteractional justice can positively contribute to employees' perceived appraisal 

accuracy, especially when the outcome of performance assessment is negative (Tsai & 

Wang, 2013). Tsai and Wang (2013) found that when employees received performance 

ratings lower than what they expected, their attitudes towards the results of the 

performance appraisals varied depending on the interpersonal treatment they received 

from the rater. 

2. 7.2.4 Informational justice 

Informational justice is based on the degree of explanation provided to employees 

regarding the distribution of outcomes and the procedures used to make these 

determinations (Kerwin et al. , 2015). Informational justice refers to the extent to which 

virtual communities openly share information with all members to provide a sense of 

justification for the procedures implemented (Ellis, Reus & Lamont, 2009). Informational 

justice relates to the quality of communication between employees and their supervisors 

in organisations (Suliman & Kathairi , 2012). Mohamed and Zaitouni (2015) argued that 

to perceive an organisation as just, employees must be aware of the protocols followed 

for appraisals. If employees are given clear and thorough information about the need for 

the performance management system, they are likely to perceive it as fair (Mohamed & 
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Zaitouni, 2015). This form of justice illustrated in this example is known as informational 

justice. It refers to people's perceptions of the fairness of the information used as the 

basis for making a decision. Because detailed information was provided about the basis 

for implementing the PMS, informational justice would be high, leading employees to 

accept the fairness of the PMS (Mohamed & Zaitouni, 2015). Informational justice 

focuses on the explanations provided to people to convey information about why certain 

procedures were used or why outcomes were distributed in a certain way (Greenberg, 

1990). Informational justice represents the adequacy in which procedures are explained 

and is distinct from the interpersonal component of decision-makers' behaviour in 

communicating decisions (Greenberg , 1993). According to Colquitt et al. (2001 ), people 

rely on the fairness of their treatment by organisational authorities to gain information 

about their relative status within a group; informational justice in feedback processes 

may indicate that recipients are valued members of the group and , therefore , likely to 

receive equitable levels of resources from evaluators. Consequently, informational 

justice may motivate recipients to higher levels of performance to maintain their status 

and receive desired outcomes (Colquitt et al., 2001 ). 

Gupta and Kumar (2012) found that employees who perceive informational justice as 

effective are more physically, cognitively and behaviourally engaged in their work. 

Furthermore, they are more likely to show greater overall motivation and commitment to 

their job, feel excited and take pride in their work, search for new ways of doing things, 

and try to go the 'extra mile' to do their job well (Gupta & Kumar, 2012). The authors 

further attest that informational PA justice is an essential component of employees' due 

process and determines the amount of information and the truthfulness of the 

information that gets shared with the employees. They concluded that employees who 

perceive that they have been communicated the necessary and needed information 

during the PA process tend to exhibit greater engagement at their work (Gupta & 

Kumar, 2012). 

2.8 Summary 

The performance management system has a critical role to play in the workplace, as it 

may contribute to the strategic intent of organisational objectives. However, the way 

employees perceive the system as fair or accurate determines the effectiveness of the 

system. This chapter discussed different definitions and the conceptualisation of 
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performance management from existing literature. The process of performance 

management was discussed at length according to the steps that are recommended for 

effective implementation of the system. This chapter represents the purpose and 

objective of performance management as well as accuracy and fairness as the 

determinants of effectiveness. Chapter 2 has provided a theoretical perspective on the 

performance management system accuracy factor (performance planning accuracy, 

feedback and coaching accuracy, performance review accuracy and outcomes 

accuracy). The chapter also provided a theoretical perspective on components of 

organisational justice (procedural justice, distributive justice, interpersonal justice and 

informational justice). The focus of the chapter was on the performance managem~nt 

system's effectiveness. 
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CHAPTER 3: RESEARCH METHODOLOGY 

3.1 Introduction 

This chapter intends to provide a detailed description of the research methods that were 

used to conduct the research as well as techniques for analysing the results necessary 

to fulfil the objectives of the study. Research methodology refers to the methods, 

techniques and procedures that are employed in the process of implementing the 

research design or research plan , as well as the underlying principles and assumptions 

that underlie their use (Babbie & Mouton, 2001 ). A research design is a plan or 

structural framework of how the researcher intends to conduct a research process to 

solve a research problem (Babbie & Mouton, 2001 ). Creswell (2009) defines a research 

design within the quantitative context as the process of collecting, analysing , 

interpreting and writing the results of the study. For the purpose of this study, the 

researcher aims to achieve the following objectives: 

• To explore the perceptions of employees regarding the effectiveness of the 

employee performance management and development system. 

• To ascertain the extent to which performance management and development 

system are perceived as accurate and fair at the selected Department. 

• To propose remedial interventions to address the gaps identified in this study. 

The researcher also aims to answer the following research questions: 

• What are employees' perceptions of the PMDS accuracy? 

• What are employees' perceptions of the PMDS fairness? 

• What are employees' perceptions of the PMDSE? 

• Are there differences in employees' perceptions of the PDMSE between gender, 

age groups and job categories? 

• Is there a correlation between the PDMS fairness and accuracy? 

• What remedial interventions should be implemented to enhance the PDMSE in 

the Department? 

The chapter focuses on the research approach, research design, measuring instrument, 

research participants, the procedure for data management, reliability and validity of the 
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measuring instrument, procedure for quantitative data analysis, ethical consideration 

and summary. 

3.2 Research approach 

A quantitative research approach was used in this study. Quantitative research is the 

numerical representation and manipulation of observations for the purpose of describing 

and explaining the phenomena that those observations reflect (Babbie, 2010). Terre 

Blanche, Derrheim and Painter (2006) echoed this definition by asserting that 

quantitative research collects data in the form of numbers and use statistical types of 

data analysis. Quantitative research methods are designed to produce statistically 

reliable data that tells us how many people do or think of something. Quantitative 

research is concerned with the responses of participants. 

According to Babbie and Mouton (2001 ), quantitative research features three 

characteristics. Firstly, an emphasis on the qualification of constructs. The quantitative 

researcher believes that the best or only way of measuring the properties of the 

phenomenon is through quantitative measurement. Secondly, the emphasis is placed 

on variables in describing and analysing human behaviour. Thirdly, the central role 

afforded to control for sources of error in the research process. The nature of the control 

is either through experimental control or statistical controls. 

Bryman and Bell (2011) assert that quantitative research approaches tend to: 

• emphasise quantification in the collection and analysis of data; 

• adopt a deductive approach to the relationship between theory and research in 

which the emphasis is placed on the testing of theories; 

• incorporate the practices and norms of the model of the natural sciences and 

positivism in particular; and 

• embody a view of social reality as an external , objective reality. 

The researcher chose a quantitative approach because of the following advantages: 

• It provides estimates of populations at large. 

• It indicates the extensiveness of attitudes held by people. 

• It provides results that can be condensed to statistics. 
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• It allows for statistical comparison between various groups. 

• It has precision, and is definitive and standardised . 

• It measures levels of occurrence, actions, trends, etc. 

• It can answer such questions as "How many?" and "How often?" 

• It can be used when large quantities of data need to be collected . 

• The result is usually numerical (quantifiable) and consequently considered more 

'objective'. 

• The data is considered quantifiable and usually generalizable to a larger 

population. 

In quantitative research , empirical observation, measurement and the use of statistical 

analysis are prominent. The results are depicted regarding objective numbers and 

statistical results. 

3.3 Research design 

A cross-sectional survey design was used to gather primary data from participants to 

achieve the objectives of the study. Babbie (2010) defines a cross-sectional survey as a 

study based on observations representing a single point in time. Babbie (2010) asserts 

that social research can serve many purposes, but three of the most common and 

useful purposes are exploration, description and explanation. An exploratory survey 

occurs when the researcher examines a new interest or when the subject of the study 

itself is relatively new. An explanatory survey occurs when the researcher seeks to 

explain th ings. This study is a descriptive survey. Babbie (2010) argues that a major 

purpose of Social Sciences studies is to describe situations and events. The researcher 

observes and then describes what was observed. Babbie (2010) further argued that 

scientific descriptions are typically more accurate and precise than casual ones are. 

Census, as used in the study, is an excellent example of a descriptive social science 

research. The goal of the census is to describe accurately and precisely a wide variety 

of characteristics of the subjects of the research (Babbie, 2010). Descriptive studies 

answer questions of what, when, where and how. This study seeks to describe the state 

of affairs as it exists at present about the employees' perceived effectiveness of the 

performance management system. 
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3.4 Measuring instrument 

For the purpose of this study, self-administered e-mailed questionnaires were chosen 

as the data gathering method. The survey design enables indirect observation using 

questionnaires and getting a broad overview of a sample of a larger population (Mouton, 

2001 ). According to Babbie (2010), a survey research is probably the best method 

available to the social researcher who is interested in collecting original data to describe 

a population too large to observe directly. Surveys are also excellent vehicles to 

measure attitudes and orientations in a large population (Babbie, 2010). Two constructs 

will be measured, namely performance management accuracy and performance 

management fairness. The following surveys were combined into one questionnaire: 

• The performance management system effectiveness (PMSE) was measured 

using the two-factor construct of employees' perceptions of the performance 

management system effectiveness developed by Sharma et al. (2016). 

• The performance management system accuracy was measured using the 12-

item performance management accuracy survey developed by Sharman et al. 

(2016). 

• The performance management system fairness was measured using the 20-item 

survey developed by Colquitt (2001 ). 

The performance management system accuracy questionnaire (PMSAQ) consists of 

four factors that determine the construct performance management system accuracy, 

namely performance planning accuracy (PPA), feedback and coaching accuracy (FCA), 

performance review accuracy (PRA) and outcomes accuracy (QUA). This questionnaire 

consisted of 12 items that were grouped as follows: 

• Performance planning accuracy (PPA) - three items 

• Feedback and coaching accuracy (FCA) - three items 

• Performance review accuracy (PRA) - three items 

• Outcomes accuracy OUA) - three items 

A seven-point Likert scale was used to measure the respondents' perceptions of the 

performance management system accuracy ranging from 1 (strongly disagree) to 7 

(strongly agree). 
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The performance management system fairness questionnaire (PMSFQ) focuses on four 

factors that measure organisational justice, namely procedural justice (PJ), distributive 

justice (DJ), interpersonal justice (IJ) and informational justice (INFOJ). The instrument 

consists of 20 items these were grouped as follows: 

• Procedural justice - seven items 

• Distributive justice - four items 

• Interpersonal justice - four items 

• Informational justice - five items 

A five-point Likert scale was used to measure the outcomes with anchors of 1 = not at 

all and 5 = to a very great extent. 

3.5 Research participants 

3.5.1 Population 

The population in this study comprised of 247 employees in the selected Department. 

The population at selected Department is composed of clearly recognisable 

subpopulations, namely directors, managers, middle managers, and non-management 

employees at operational levels. Participants were from various occupational 

classifications such as registry clerks, project coordinators, office assistants, legal 

officers, data capturers, supply chain management, land reform , assistant directors, 

deputy directors and directors. Given the small population, a census was done on the 

total population of 247 employees. A census refers to an enumeration of all units in a 

population (Bryman & Bell , 2001 ). It collects data from all members of the population. In 

total , 247 questionnaires were distributed to the population. Questionnaires were 

distributed through e-mail as well as self-administration at the provincial office. The 

research population consisted of employees from post levels 1 to 12. 212 of the 247 

questionnaires were returned, which leads to a response rate of 85.82%. This rate is 

above the accepted response rate in research, which is 80% or more responses from 

the research participants. 
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3.6 Procedure for data management 

3.6.1 Administration of the data collection 

The researcher was granted permission to conduct a research project by the Chief 

Director of the selected Department in the North West Province. The data collection 

instrument was administered through an e-mail system. All employees were sent the 

questionnaire, which indicated that the respondents were from post level 1 to post level 

12. Respondents were given three weeks to return the completed questionnaires. The 

researcher had sent various reminders to the respondents to ensure that they return the 

completed questionnaires. 

3.6.2 Administration of the returned questionnaires 

Two-hundred-and-twelve (212) questionnaires were completed and returned to the 

researcher. The data from the questionnaires was captured on an Excel spreadsheet 

and then transferred to the SPSS program for the purpose of analysis. 

3. 7 Reliability and validity of the measuring instrument 

Babbie and Mouton (2001) assert that social scientists must pay special attention to two 

technical considerations, which are reliability and validity, when they construct and 

evaluate measurements. Bryman and Bell (2014) argued that validity be concerned with 

the integrity of the conclusions that are generated from research. Babbie and Mouton 

(2001) postulate that validity refers to the extent to which an empirical measure 

adequately reflects the real meaning of the concept under consideration. Bryman and 

Bell (2014) further define reliability as the degree to which a measure of a concept is 

reliable. Babbie and Mouton (2001) argued that reliability is a matter of whether a 

particular technique repeatedly applied to the same object would result in the same 

outcome each time. 0. 7 has been commonly used as a historical benchmark value to 

indicate that at least some of the items measure the same construct (Minitab, 2017). 

The performance management system accuracy measuring instrument was validated 

by a study conducted by Sharma et al. (2016). The Cronbach's alphas were for 

performance planning accuracy (0.77); feedback and coaching accuracy (0.74); 

performance review accuracy (0.75); and outcomes accuracy (0.79). In the current 

study, the Cronbach's alphas are summarised in Table 3.1 
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Table 3.1: Cronbach's alphas of the performance management system 

accuracy scale 

Scale and subscales Cronbach's Number of 

alpha items 

Performance planning accuracy 0.60 3 

Feedback and coaching accuracy 0.81 3 

Performance review accuracy 0.87 3 

Outcomes accuracy 0.96 3 

Performance management system accuracy 0.94 12 

scale 

The performance management system accuracy (PMSA) measuring instrument was 

validated for this study. The Cronbach's alphas were for performance planning accuracy 

(0.60); feedback and coaching accuracy (0.81 ); performance review accuracy (0.87); 

and outcomes accuracy (0.96); and the total PMS accuracy scale 0.94. The PMSA 

scale was found to have a high predictive validity. 

The construct organisational justice was found reliable in a study conducted by Colquitt 

(2001 :396) . The Cronbach's alphas in his study were for procedural justice (0.93), 

interpersonal justice (0.92), informational justice (0.90) and distributive justice (0.93) 

(Colquitt, 2001 :396). The Cronbach's alphas for this study are depicted in Table 3.2. 0.7 

has been commonly used as a historical benchmark value to indicate that at least some 

of the items measure the same construct (Minitab, 2017). 
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Table 3.3.2: Cronbach's alphas of the performance management system fairness 

scale 

Scale and subscales Cronbach's Number of 

alpha items 

Procedural justice 0.93 7 

Distributive justice 0.97 4 

Interpersonal justice 0.97 4 

Informational justice 0.93 5 

Performance management system fairness 0.96 20 

scale 

The Cronbach's alphas in his study were for procedural justice (0.97), interpersonal 

justice (0.97), informational justice (0.93) and distributive justice (0.96). The 

performance management system fairness (PMSF) scale (0.96) was found highly 

reliable in this study. 

3.8 Procedures for quantitative data analysis 

The purpose of the study was to measure the employees' perceived effectiveness of the 

performance management system at a selected Department in the North West 

Province. The data was analysed using the Statistical Package for Social Sciences 

(SPSS- version 22). This is a package of programs for manipulating, analysing and 

presenting data (Landau & Everitt, 2004). To achieve the above purpose, the 

researcher relied on the following descriptive and inferential statistical procedures. 

3.8.1 Descriptive statistics 

Descriptive statistics were used to determine the minimum and maximum scores, 

means and standard deviations. Descriptive statistics refer to a collection of quantitative 

measures and ways of describing data. This includes measures of central tendency 
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(mean, median, mode, proportion), measures of dispersion (range, variance, standard 

deviation) and frequency distributions and histograms (Evans, 2013). 

3.8.2 T-test 

A T-test was conducted to compare the mean perception scores of the effectiveness 

of the performance management system between males and females. Elliot and 

Woodward (2007) have identified three types of t-tests, namely: the one-sample t-test, 

two sample t-tests and pair t-test. For the purpose of this study, an independent 

samples t-test was used. This is used to compare sample results with a known value. 

Specifically, in this type of test, a single sample is collected and the resulting sample 

mean compared with the value of the interest that is not based on the current sample. 

The purpose of an independent-samples sample t-test is to determine whether there is 

sufficient evidence to conclude that the mean of the population from which the sample 

was taken is different from the specified value (Elliot & Woodward , 2007).The t-test is 

used to investigate the difference between two averages. This means that the t-test is 

used when the researcher wants to make a comparison between means (Del Siegle, 

2002). A T-test was conducted to compare the mean perception scores of the 

effectiveness of the performance management system between males and females. 

3.8.3 Analysis of variance (ANOVA) 

Analysis of variance (ANOVA) was conducted to compare the mean perception scores 

between age groups and post levels regarding the effectiveness of the performance 

management system. ANOVA is a method of analysis in which cases under study are 

combined into groups representing an independent variable and the extent to which 

groups differ from one another is analysed regarding some dependent variables . Then 

the extent to which the groups differ is compared with the standard of a random 

distribution (Babbie, 2010). 

3.8.4 Pearson's product-moment correlation coefficient 

The Pearson's product-moment correlation coefficient is defined as a measure of the 

strength of a linear association between two variables and is shown by r. It attempts to 

draw a line of best fit through the data of two variables. The Pearson's product-moment 

correlation coefficient was used to measure the relationship between perceived 
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accuracy (as measured by the performance management system accuracy 

questionnaire) and perceived fairness (as measured by the performance management 

system fairness questionnaire). 

3.9 Ethical considerations 

According to Munhall (1998), ethics pertain to doing good and avoiding harm and harm 

can be prevented and reduced through the application of appropriate ethical principles. 

Therefore, the protection of participants in any research study is essential. The 

researcher obtained ethical clearance from the University to conduct this study. The 

researcher has required consent from the participants and anonymity was upheld during 

the data collection phase. Participants were not required to write their names on their 

questionnaires. Participation was voluntarily and confidentiality was maintained by the 

researcher. Therefore, confidentiality was protected and assurance was given that no 

contents of any respondents would be shared with anyone. 

3.10 Summary 

This chapter has outlined various methods of the research design and methodology 

used in conducting the study. This includes the instrument used to elicit data from 

respondents to be able to answer the research questions. The statistical methods used 

in the study were also explained . The chapter has discussed the objectives of the study. 

Chapter 3 also defined the participants of the study. The chapter also discussed the 

procedure for data management. 
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CHAPTER 4: PRESENTATION, ANALYSIS AND INTERPRETATION OF 

DATA 

4.1 Introduction 

This chapter presents data obtained by a questionnaire administered to employees of a 

selected Department in the North West Province. The data from the questionnaire is .... 

presented and analysed to provide answers to the research questions formulated in 

Chapter 1. The analysis was done using descriptive statistics to describe the 

demographic variables of the participants. Descriptive statistics were also used to 

measure the employees' perceptions of the PMDS accuracy and fairness on overall 

effectiveness. A T-test was conducted to establish whether there were any differences 

in employees' perceptions of the PMDS effectiveness between males and females. 

ANOVAs were done to establish whether there was a difference in employees' 

perceptions of the PMDS effectiveness between age groups and post levels. A 

Pearson's product-moment correlation was done to measure the relationship between 

employees' perceived accuracy and fairness of the PMDS. 

4. Descriptive statistics 

The data analysis includes descriptive statistics of the demographic characteristics of 

the participants, such as gender composition, age groups, post levels, years of service 

and qualification levels. The total number of questionnaires distributed to respondents 

was 247. All the questionnaires were administered at a selected Department in the 

North West Province. 212 out of the total of 247 questionnaires distributed were 

completed and returned , which is an 85.82% response rate. This was above the 

generally preferred response rate of 80% or higher. Surveygizmo (2015) indicated that a 

response rate of 80% or higher is preferred in a smaller population. 

4.2.1 Gender composition 

Figure 4.1 below depicts that the majority (56.60%) of the respondents were male, with 

43.40% being female . The results indicated that the selected Department in the North 

West Province is dominated by male employees. 
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Figure 4.1 : Gender composition 

4.2.2 Age groups 
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According to Figure 4.2 , the majority (59.4%) of employees' ages ranged from 30 to 39, 

followed by the range between 20 and 29 age group with 19.8% and the minority are 

employees ranging from 50 years and older, with 0.5%. The data indicates that the 

selected Department consists of employees who are young enough to perform 

accordingly. 

Figure 4.2: Age Groups 
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4.2.3 Post levels 

The position levels in the selected Department for the participants of the research 

ranged between levels 1 to 12. All participants were employees from the selected 

Department. In total , 21.2% of the participants are occupying level 8 positions, followed 

by employees at level 5 with 19.3% and 2.4% of employees at level 4. The results 

revealed that employees at the level 8 position are the majority in the Department. 

Figure 4.3: Post levels 
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4.2.4 Years of service 

Figure 4.4 below shows that the majority (44.8%) of the respondents had zero to five 

years of service, followed by respondents with six to ten years' working experience with 

34.4%, and lastly, respondents with thirty-six to fourty years' working experience with 

0.5%. 
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Figure 4.4: Years of service 
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Figure 4.5 represents the highest qualification that the employees had obtained . Of the 

respondents, 49.1 % had a post-school certificate or degree or advanced diploma, 

followed by an honours degree with 18.9% and lastly were master's degrees with 1.9%. 

This implies that the Department employed more skilled employees when looking at 

their qualifications. 
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Figure 4.5: Qualification levels 
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4.2.6 Summary of personal data 

_r.:=,_ -Other 

Section A revealed the respondents' gender distribution, age group, post level , years of 

service, and qualification level. Most of the respondents were males (57%), aged 30 to 

39 years (95.4%), holding level 8 positions (21 .2%), with zero to five years' service 

(44.8%), with a degree qualification (49.1 %). 

4.3 Performance management system accuracy 

Table 4.1 presents employees' perceptions of the PMDS accuracy based on four 

performance management system accuracy factors and items. The overall mean score 

for the performance management system accuracy, as depicted in Table 4.2, was 

higher than the mid-point of the range, indicating that, on average, employees perceive 

the implementation of PMS to be accurate. However, the mean score for six individual 

items was below the mid-point of the range. The results revealed that their areas of 

improvement were not clearly pointed out to them, they did not receive coaching 

throughout the year, their goals were not accurately rated , performance reviews did not 

result in an accurate performance rating , and their performance management system 

outcomes, such as compensation, promotion and/or recognition, were not linked to 

performance ratings. Lastly, the majority of employees were of the view that annual 
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performance reviews were not directly related to their performance outcomes such as 

compensation , promotion reward and/or recognition. 

Table 4.1: Employee's perceptions of the PMDS accuracy based on four 

performance management system accuracy factors and items 

Items 
The performance plan based 
on PMS gives a clear idea o 
What is expected of me to 
meet departmental goals. 

The performance plan helps 
me focus my efforts through 

N 

212 

identification of goals (and/or 212 
behaviours/skills) relevant to 
meet departmental goals. 
My manager and I update my 
goals as the department's 
goals change 212 

rThe ongoing feedback during 
he performance cycle gives 

an accurate assessment o 212 
how I am performing agains 
planned performance. 
During the year, my areas for 
improvement are clearl) 
pointed out to me. 212 

I receive the coaching I need 
kJ uring the year to achieve my 
goals (and/or improve my 212 
behaviours/skills) to achieve 
planned performance. 
~nnual feedback during a 
performance review is an 
accurate representation of the 212 
Km-going feedback during the 
performance cycle. 

Minimum Maximum Mean 

1 7 5.80 

1 7 5.73 

1 7 4.05 

1 7 5.20 

1 7 3.88 

1 7 3.27 

1 7 4.75 
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Std. 
deviation 

1.362 

1.262 

1.893 

1.527 

1.926 

2.102 

1.668 



Std. 
Items N Minimum Maximum Mean deviation 
My goals (behaviours/ skills) 
are accurately rated as part 01 
lhe review process 212 1 7 3.78 1.838 

My annual performance 
review is very objective in the 
assessment of my annual 212 1 7 4.67 1.636 
performance against planned 
performance. 
Performance review results in 
an accurate performance 
rating . 212 1 7 3.92 1.858 

My PMS outcomes 
(compensation, promotion, 
reward and/or recognition) are 212 1 7 3.75 2.222 
linked to my performance 
ratinQ 
My annual performance 
review is directly related to m) 
PMS outcomes 212 1 7 3.71 2.202 
(compensation, promotion, 
reward and/or recoQnition ). 
rJalid N 

212 

Table 4.2 reveals that the mean score for performance planning accuracy (15.58) was 

higher than the mid-point of the range, suggesting that employees had a clear idea of 

what was expected of them, helped them to focus their efforts on the identification of 

goals relevant to meet departmental goals and that their line managers have updated 

individual goals as the department's goals have changed . The mean score for feedback 

and coaching accuracy (12 .35) was slightly above the mid-point of the range, indicating 

that, on average, employees perceived that the ongoing feedback provided an accurate 

assessment of how they have performed against planned performance and 

improvements were clearly pointed out to them. However, they perceived the coaching 

that they received during the year to achieve their goals as inadequate. 
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The mean score for performance review accuracy (13.21) was slightly higher than the 

mid-point of the range, indicating that, on average, employees perceived the annual 

feedback, how their goals were rated and objectivity of performance reviews to be 

moderately accurate. The mean score for the effectiveness of the outcomes accuracy 

(11.39) was slightly lower than the mid-point of the range, indicating that, on average, 

the employees were dissatisfied with outcome accuracy. 

The mean score for the performance management system accuracy (52.53) was higher 

than the mid-point of the range, indicating that, on average, the employees perceived 

their PMS to be accurate. 

Table 4.2: Employees' perceptions of the PMDS accuracy based on four 

performance management system accuracy factors 

Subscales and scale N Minimum Maximum Mean Std. 

deviation 

Performance planning accuracy 212 3 21 15.58 3.429 
'\ 

Feedback and coaching accuracy 212 3 21 12.35 4.775 

Performance review accuracy 212 3 21 13.21 4.575 

Outcomes accuracy 212 3 21 11 .39 6.051 

Total performance management 212 12 84 52.53 16.859 

system accuracy 

4.4 Performance management system fairness 

Table 4.3 depicts employees' perceptions of the PMS fairness based on the 

organisational justice factor items. The table shows that the mean scores for seven 

items were above the mid-point range. This shows that employees were to some extent 

able to express their views and feelings during PMS, and their managers were treating 

them in a polite manner, with dignity and respect. The results indicated that their 
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managers have refrained from making improper remarks, managers were candid in 

communicating with them and that their managers tailored their communication to 

individuals' specific needs. Table 4.4 also shows that the mean scores for 13 

organisational factor items were below the mid-point of the range. This shows that the 

majority of employees were not satisfied with PMS in that they had no influence over 

their performance assessments. The PMS was not applied consistently, was not free 

from bias, was not based on accurate information and they have not been able to 

appeal against their performance assessments. Furthermore, managers have not 

upheld PMS ethics and moral standards, performance assessments did not reflect the 

efforts they have put in their work, performance assessment was not appropriate for the 

work they have completed and performance assessments did not reflect the efforts they 

have contributed to the department. Furthermore, their performance assessments were 

not justified given their performance, their managers did not explain PMS thoroughly, 

their managers' explanations regarding PMS were not reasonable and that their 

managers did not communicate the details of PMS promptly. 

Table 4.3: Employees' perceptions of the PMS fairness based on four 

organisational justice factors and items 

Std. 
Items N Minimum Maximum Mean deviation 
Have you been able to express 
your views and feelings during 
the implementation of the ~12 1 5 3.07 1.268 
performance managemen1 
system? 
Have you had influence over 
he performance assessmen1 

arrived at by the performance ~12 1 5 ~.22 1.353 
management system? 

Has the performance 
management system been 
applied consistently? ~12 1 5 ~.12 1.385 

Has the performance 
management system been free 
of bias? ~12 1 5 ~.12 1.464 
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Std. 
Items N Minimum Maximum Mean deviation 
Has the performance 
management system been 
based on accurate information? 12 12 1 5 12 .25 1.443 

Have you been able to appeal 
against the performance 
assessment arrived at by the 1212 1 5 12 .90 1.273 
performance managemen 
system? 
Has the performance 
management system upheld 
ethical and moral standards? 212 1 5 12 .20 1.457 

Does your performance 
assessment reflect the effor1 
you have put into your work? 212 1 5 12.47 1.556 

Is your performance 
assessment appropriate for the 
work you have completed? 212 1 5 2.65 1.518 

Does your performance 
assessment reflect what you 
have contributed to the 212 1 5 12.49 1.568 
kiepartment? 

Is your performance 
assessment justified , given 
your performance? 12 12 1 5 l2 .40 1.538 

Has he/she treated you in a 
polite manner? 

12 12 1 5 3.97 1.050 

Has he/she treated you with 
k.i ignity? 

12 12 1 5 3 .99 1.055 
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Std. 
Items N Minimum Maximum Mean deviation 
Has he/she treated you with 
respect? 

212 1 5 ~.04 1.039 

Has he/she refrained from 
improper remarks or 
comments? 212 1 5 ~.10 1.092 

Has he/she been candid in 
his/her communications with 
you? 212 1 5 3.61 1.161 

Has he/she explained the 
performance managemen1 
system thoroughly? 212 1 5 l2.50 1.409 

Were his/her explanations 
regarding the performance 
management system 212 1 5 l2 .50 1.436 
reasonable? 

Has he/she communicated 
details of the performance 
management system promptly? 212 1 5 l2.49 1.478 

Has he/she seemed to tailor 
his/her communications to 
individuals' specific needs? l212 1 5 3.00 1.297 

Valid N 

212 

Table 4.4 depicts that the mean score for procedural justice (16.86) was lower than the 

mid-point of the range, indicating that employees perceived the performance 

management system used to arrive at their performance assessment as unfair. The 

mean score for distributive justice (10.00) was lower than the mid-point of the range, 

indicating that the majority of employees perceived their performance assessments to 
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be unfair. The mean score for the interpersonal justice factor (16.09) was high to a great 

extent, indicating that, on average, the employees perceived the interpersonal 

behaviour of the line managers/supervisors who implement the performance 

management system to be fair. The mean score for informational justice (14.09) was 

slightly below the mid-point high, indicating that, on average, employees are not 

satisfied with the way line managers/supervisors who implement the performance 

management system communicate information. 

Table 4.4: Employees' perceptions of the PMS fairness based on organisational 

justice factors 

N Minimum Maximum Mean Std. 

deviation 

Procedural justice 212 7 35 16.86 8.059 

Distributive justice 212 4 20 10.00 5.922 

Interpersonal justice 212 4 20 16.09 4.054 

Informational justice 212 5 25 14.09 6.054 

Performance management system 212 20 100 57.06 20.454 

fairness 

The overall mean score for of the performance management system fairness (57.06) 

was slightly higher than the mid-point of the range, indicating that, on average, the 

employees perceived their PMS to be fair. However, employees perceived both 

procedural justice and distributive justice as unfair. 

4.5 Employees' perceived effectiveness of the performance management and 

development system 

Table 4.5 depicts the employees' perceived effectiveness of the performance 

management system. The table shows that the overall mean score is slightly above the 

mid-point of the range. This shows that employees perceive the PMS to be effective; 

however, the implementation of the system appears to have some problems (See Table 

4.1 and Table 4.2). 
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Table 4.5: Employees' perceptions of the PMDSE 

Std. 
PMSE scale N Minimum Maximum Mean deviation 
Performance management system 

212 32 184 109.58 35.895 
effectiveness 
Valid N 212 

4.5.1 Comparison of the mean perceived effectiveness of the performance 

management and development system between males and females 

A t-test was conducted to compare the mean perception scores of the effectiveness of 

the performance management and development system between the males and 

females. An independent samples t-test was conducted to compare the mean 

perception score of the effectiveness of the performance management system for males 

and females. There were no significant differences in the scores for males (M=107.98, 

SD= 34.53 and females (M = 111.68, SD= 37.70; t (210) = -0.45 p = 0.457, two-tailed) 

(see Table 4.6 and 4.7). 

Table 4.6: Descriptive statistics of the mean of perceptions of the PMS between 

males and females 

Std. error 
Gender N Mean Std. deviation mean 

Performance Male 120 107.98 34.525 3.152 
management system Female 92 111.68 37.695 3.930 
effectiveness 
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Table 4.7: Independent samples test of the mean of perceptions of the 

performance management system effectiveness 

Levene's 
lest for 
~quality 
~f 
~ariances t-test for equality of means 

95% 
confidence 
interval o1 

Sig. the 
(2- Mean Std. error difference 

F Sig. T Of lailedl difference difference Lower Upper 
Performance Equal 
management variances 1.166 .282 

.745 
210 .457 -3.710 14.979 

13.526 6. 106 
system assumed 
effectiveness Equal 

variances - 6.228 not .736 
186.65 .462 ~3.710 5.038 13.648 

assumed 

4.5.2 Comparison of the mean perceived effectiveness of the performance 

management and development system between age groups 

A one-way between-groups analysis of variance was conducted to explore the impact of 

age groups on the perception levels of the performance management system. There 

was statistically no significant difference in the mean scores of the four age groups (see 

Tables 4.9 and 4.10). Post-hoc comparisons, using the Scheffe tests, indicated no 

significant differences between the four age groups. The mean scores for age groups 

were: 20-29 (M =115.10, SD= 31 . 70), age group 30-39 (M = 106.91 , SD = 37. 71 ), age 

group 40-49 (M = 115.11 , SD = 37.00) and age group 50 and older (M = 99. 78, SD = 

15.65) (see Table 4.8). 

Table 4.8: Descriptive statistics of the mean of scores of the performance 

management system effectiveness between the four age groups 

95% confidence 
interval for mean 

Age Std. Std. Lower Upper 
groups N Mean deviation error bound bound Minimum Maximum 
120-29 142 115.10 31.703 4.892 105.22 124.97 57 171 
30-39 126 106.91 37.713 3.360 100.26 113.56 32 184 

67 



40-49 35 115.11 37.100 6.271 102.37 127.86 62 181 
50 and

9 99.78 15.651 5.217 87.75 111 .81 75 120 older 
Total 212 109.58 35.895 ~.465 104.73 114.44 32 184 

Table 4.9: One-way analysis of variance of the mean scores of the performance 

management system effectiveness between the four age groups 

Sum o1 Mean 

squares Df square F Sig. 

Between groups 14110.715 3 1370.238 1.064 .365 

Within groups ~67752.757 ~08 1287.273 

Total 271863.472 ~11 

Table 4.10: One-way between-groups ANOVA with post-hoc test of the mean 

scores of the performance management system effectiveness between the four 

age groups 

Dependent variable: Performance management system effectiveness 

Scheffe test 

95% 

confidence 

Mean interval 

difference Std. Lower Upper 

Age groups ~ge groups (1-J) ~rror Sig. bound bound 

20-29 30-39 8.183 6.393 .651 ... 9.84 ~6.20 

140-49 ... . 019 8.211 1.000 ... 23.16 123.13 

50 and older 15.317 13.179 .717 ... 21 .83 52.46 

30-39 120-29 ... 8.183 6.393 .651 ... 26.20 9.84 

140-49 ... 8.202 6.855 .699 ... 27.52 11 .12 

50 and older4 7.135 12.379 .954 ... 27.76 42.03 

40-49 ~0-29 .019 8.211 1.000 ... 23.13 23.16 
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30-39 8.202 6.855 .699 --11 .12 

50 and older 15.337 13.409 .727 ... 22.46 

50 and older 1 --15.31 7 13.179 .717 --52.46 

l2 --7.135 12.379 .954 ,-42.03 

3 ... 15_337 13.409 .727 ,..53_13 

4.5.3 Comparison of the mean perceived effectiveness of the performance 

.., management and development system between the post levels 

~7.52 

53.13 

~1 .83 

27.76 

22.46 

A one-way between-groups analysis of variance was conducted to explore the impact of 

post levels on the perception of the effectiveness performance management system. 

There was a statistically significant difference between levels 4 to 11 ( see Tables 4.12 

and 4.13). Post-hoc comparisons using the Scheffe test indicated no significant 

difference between the nine post levels, except in one case between level 12 and other 

levels. The Scheffe test indicated a significant difference between post level 12 and 

other levels. The mean scores for the different post levels were: Level 4 (M = 88.20, SD 

= 39.76), level 5 (M = 111.93, SD= 35.93), level 6 (M =99.10, SD= 27.70), level 7 (M= 

104.83, SD = 36.46), level 8 (M = 105.53, SD = 31.16), level 9 (M =110.59 , SD = 

41 .29), level 10 (M= 101 .67, SD= 26.74), level 11 (M = 160.54, SD= 26.83) and level 
\ 

12 (M = 109.58, SD= 35.90) (see Table 4.11 ). 

Table 4.11: Descriptive statistics of the mean of scores of the performance 

management system effectiveness between the nine post levels 

Performance management system effectiveness 

95% confidence interval for 

mean 

Std. Std. Lower 

N Mean deviation error bound Upper bound Minimum Maximum 

Level4 5 88.20 39.764 17.783 38.83 137.57 58 158 

Levels 41 111.93 35.927 5.611 100.59 123.27 52 177 

Level6 31 99.10 27.702 ~.976 88.94 109.26 ~2 156 

Level 7 29 104.83 36.457 6.770 90.96 118.70 54 169 

Level8 45 105.53 31.160 ~.645 96.17 114.89 ~4 171 

Level9 17 110.59 41.292 10.015 89.36 131.82 ~1 170 
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Level 10 ~1 101 .67 26 .742 5.836 89.49 113.84 65 167 

Level 11 10 123.90 42.530 13.449 93.48 154.32 32 156 

Level 12 13 160.54 26.829 7.441 144.33 176.75 110 184 

if otal ~12 109.58 35.895 2.465 104.73 114.44 32 184 

Table 4.12: One-way analysis of variance of the mean scores of the performance 

management system effectiveness between the nine post levels 

Performance management system effectiveness 

Sum of squares Df Mean square F Sig. 

Between groups ~4450.929 8 5556.366 ~.960 .000 

Within groups l227 412.543 l203 1120.259 

irotal ~71863.472 l211 

Table 4.13: One-way between-groups ANOVA with post-hoc test of the mean 

scores of the performance management system effectiveness between the nine 

post levels 

Multiple comparisons 

Dependent variable: Performance management system effectiveness 

{I) Post 195% confidence interval 

Level (J) Post Level Mean Difference (1-J) Std. Error Sig. Lower bound Upper bound 

~cheffe Level 4 Level 5 23.727 15.855 .972 >-86.90 39.44 

Level6 10.897 16.130 1.000 ~75.16 53.37 

Level 7 16.628 16.207 .998 81.20 47.95 

Level8 17.333 15.778 .996 80.20 45.53 

Level9 22.388 17.028 .988 90.23 45.45 

Level 10 13.467 16.655 1.000 79.82 52.89 

Level 11 35.700 18.332 .874 108.74 37.34 

Level 12 72.338* 17.613 .036 142.51 2.16 

Level 5 Level4 23.727 15.855 .972 39.44 86.90 

Level6 12.830 7.966 .956 18.91 44.57 

Level 7 7.099 ~.121 .999 25.26 39.46 

Level8 6.393 7.226 .999 22.40 35.18 

Level 9 1.339 19.655 1.000 37.13 39.81 
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Level 10 10.260 8 .982 .995 25.52 46.04 

Level 11 11.973 11 .805 .998 59.01 35.06 

Level 12 48.612* 10.654 .010 91 .06 6.17 

Level 6 Level4 10.897 16.130 1.000 ... 53_37 75.16 

Level 5 12.830 7.966 .956 ... 44_57 18.91 

Level 7 5.731 ~.647 1.000 ... 40.18 28.72 

Level 8 6.437 7.812 1.000 ... 37 _55 24.69 

Level 9 11.491 10.101 .995 ... 51 _74 28.75 

Level 10 2.570 ~.460 1.000 ... 40.26 35.12 

Level 11 24.803 12.172 .841 ... 73_30 23.69 

Level 12 61.442* 11.059 .000 ... 105.50 17.38 

Level 7 Level4 16.628 16.207 .998 ... 47 _95 81 .20 

Level 5 7.099 8.121 .999 ... 39.45 25.26 

Level6 5.731 8.647 1.000 ... 28.72 40.18 

Level 8 .706 7.970 1.000 ... 32.45 31 .05 

Level 9 5.761 10.224 1.000 ... 45.49 34.97 

Level 10 3.161 9.590 1.000 ... 35_05 41 .37 

Level 11 19.072 12.274 .965 ... 67.98 29.83 

Level 12 55.711 * 11.172 .002 ... 100.22 11 .20 

Level 8 Level4 17.333 15.778 .996 45.53 80.20 

Level 5 6.393 7.226 .999 ... 35_18 22.40 

Level6 6.437 7.812 1.000 e-24.69 37.56 

Level 7 .706 7.970 1.000 ... 31 .05 32.46 

Level 9 5.055 9.528 1.000 43.02 32.91 

Level 10 3.867 8.845 1.000 e-31 .37 39.1 1 

Level 11 18.367 11 .701 .962 ... 54_99 28.25 

Level 12 55.005* 10.539 .001 ... 95 _99 13.02 

Level 9 Level4 22.388 17.028 .988 ... 45.45 90.23 

Level 5 1.339 8.655 1.000 ... 39.81 37.13 

Level 6 11.491 10.101 .995 e-28.75 51 .74 

Level 7 5.761 10.224 1.000 ... 34 _97 46.49 

Level 8 5.055 ~.528 1.000 ... 32_91 43.02 

Level 10 8.922 10.920 1.000 ... 34_59 52.43 

Level 11 13.312 13.339 .998 ... 55.45 39.83 

Level 12 49.950* 12.332 .042 ... 99_08 .82 

Level 10 Level4 13.467 16.655 1.000 52.89 79.82 

Level 5 10.260 8.982 .995 46.04 25.52 

Level 6 2.570 ~.460 1.000 35.12 40.26 

Level 7 3.161 8.590 1.000 41 .37 35.05 

Level8 3.867 8 .845 1.000 39.11 31.37 
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Level9 8.922 10.920 1.000 52.43 34.59 

Level 11 22.233 12.860 .934 73.47 :29.00 

Level 12 58.872* 11.812 .002 105.93 11 .81 

Level 11 Level4 35.700 18.332 .874 37.34 108.74 

Level 5 11.973 11 .805 .998 35.06 59.01 

Level 6 !24.803 12.172 .841 23.69 73.30 

Level 7 19.072 12.274 .965 29.83 67.98 

Level8 18.367 11 . 701 .962 28.25 64.99 

Level9 13.312 13.339 .998 39.83 66.46 

Level 10 22.233 12.860 .934 29.00 73.47 

Level 12 36.638 14.078 .563 92.73 19.45 

Level 12 Level4 72.338* 17.613 .036 2.16 142.51 

Level 5 148.612* 10.654 .010 6.17 S1 .06 

Level6 ~1.442* 11 .059 .000 17.38 105.50 

Level 7 55.71 1* 11 .172 .002 11 .20 100.22 

Level 8 55.005* 10.539 .001 13.02 ~6.99 

Level 9 149.950* 12.332 .042 .82 ~9.08 

Level 10 58.872* 11 .812 .002 11 .81 105.93 

Level 11 36.638 14.078 .563 19.45 ~2.73 

*. The mean difference is significant at the 0.05 level. 

4.6 Correlation between erformance management system accuracy and 

fairness 

The relationship between the mean perception scores of fairness and accuracy was 

investigated using Pearson's product-moment correlation coefficient. There was a 

strong positive correlation between the two variables, r = .849, n = 212, p < .000, with 

low levels of perceived accuracy associated with low levels of perceived fairness (see 

Table 4.14 ). This implies that the lower the employees perceive the accuracy of 

Performance Management System, the lower they perceive the system to be fair. 

Table 4.14: Correlation between PMS fairness and accuracy 

iTotal 

performance Performance 

management management 

$ystem accuracy system fairness 

rrotal performance management Pearson correlation 1 .849** 
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!System accuracy Sig. (2-tailed) .000 

N 212 212 

Performance management system Pearson correlation .849** 1 

fairness 
Sig . (2-tailed) .000 

N 1212 212 

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

4.7 Summary 

Chapter 4 presented the results by employees at the selected Department in the North 

West Province. The data was analysed for easy presentation and interpretation. 

However, the raw data had been processed through the SPSS (Statistical Packaging for 

Social Science) and the output was input into the tables. The results from the study 

show that the Department is facing many challenges in the implementation of the 

performance management system. Many employees perceive the system as unfair and 

not gaining anything from it. Poor interaction with management rendered the system 

ineffective. Factors that influence implementation of an effective performance 

management system in the Department were outlined. There is a lack of consistency in 

implementing the system. For the selected Department to increase the effectiveness of 

PMS, this factor needs serious attention and consideration. The results show that 

employees still believe in the system and their attitudes towards the performance 

management system can change if they are given the opportunity to participate in the 

process. 
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CHAPTER 5: 

5.1 Introduction 

DISCUSSIONS OF THE FINDINGS, CONCLUSIONS 

AND RECOMMENDATIONS 

Chapter 5 discusses the findings from the study. The discussions are based on the 

results obtained from each objective of the study. In this chapter, conclusions and 

recommendations are made based on the discussions. 

5.2 Discussion of the findings 

The main aim of this study was to measure the employees' perceptions of the PMS 

effectiveness in the selected Department. To measure employee perception of 

performance management system effectiveness, the focus should be on accuracy and 

fairness as constructs of its effectiveness (Luthra & Jain, 2012; Sharma et al. , 2016). 

The significant factor of the performance management system is its acceptance by 

employees. A performance management system cannot be effective if employees do 

not perceive it as being accurate and fair (Sharma et al., 2016). 

PMS accuracy is the extent to which accurate and thorough information is collected and 

used as evidence when procedures or rules are applied (Colquitt, 2001 ; Son & Park, 

2016). PMS accuracy factors, as conceptualised by Sharma et al. (2016) include 

performance planning accuracy, feedback and coaching accuracy, performance review 

accuracy and outcomes accuracy. 

For effectiveness, performance management systems need to be perceived as fair 

regarding the distribution of outcomes (distributive justice), processes followed to arrive 

at distributions (procedural justice) and clarity of communication mechanisms (Sharma 

et al., 2016). The PMS fairness factor, as identified by Greenberg (1986), includes four 

dimensions of organisational justice, i.e. procedural , distributive, informational and 

interpersonal justice. 

5.2.1 Performance management system accuracy 

The results of the study revealed a slight problem in the implementation of the PMS 

process. The purpose of the first research question was to measures the employees' 
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perceptions of the performance management and development system accuracy. The 

results of the mean score for employees' perceptions of the PMDS accuracy revealed 

that employees perceive the PMS to be implemented accurately. The findings revealed 

that employees are involved in performance planning. These findings support Gruman 

and Saks (2011) who suggested that employees should also be allowed to formulate 

their goals within the broader organisational context. The overall results, specifically 

high mean scores, indicate that employees perceive the practice of the PMDS in their 

department as accurately implemented. These findings imply that employees feel happy 

in that they are engaged in planning their performance and they are more likely to 

produce a satisfactory performance by meeting the set performance standards. These 

findings are consistent with lkramullah et al. (2016), who concluded that employees are 

less likely to meet the appraiser's expectations if they are not aware of what they are 

expected to do and how to do it. The findings were further supported by Bedarkar and 

Pandita (2014 ), who assert that employee engagement results in positive feelings 

towards work and organisation, thereby increasing job performance. 

5.2.2 Performance management system fairness 

The second research question was to measure employees' perceptions of the PMS 
' 

fairness. The results revealed that the mid-point mean score for fairness indicated that 

employees' perceptions of PMS fairness were low. The lower mean scores for the 

performance management system fairness indicate that the PMS has been applied 

inconsistently; bias, performance management system ethical and moral standards 

were not upheld and employees were not able to express their views and feelings 

during the PMS process. The low overall mean score for the scale indicated that 

employees perceived their PMS to be unfair. These findings imply that employees are 

dissatisfied with the procedures and outcomes of the PMDS and this can negatively 

affect their performance. These findings are consistent with those of Lau and Martin

Sardesai (2012) that, if procedures and outcomes are perceived to be unfair, employees 

are likely to be more dissatisfied. As supported by Komodromos (2014), fairness in 

organisations is imperative because it affects behaviours and results in the workplace, 

and can foster effective functioning of organisations. This is consistent with Lau and 

Martin-Sardesai (2012) who stated that employees' motivation effect would not be 

realised unless they perceive the performance measurement systems as fair. 

Furthermore, Priesemuth et al. (2013) indicated that when employees feel that they 
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have been unfairly treated in work-related matters, they are more likely to respond with 

anger, resentment and retaliatory behaviours. 

5.2.3 Employees perceived effectiveness of the performance management and 

development system 

The third research question aimed at investigating the employees' perceptions of the 

PMDSE. The findings revealed that there was a slightly higher mean score than the 

mid-point of the range for PMDSE. This means that the overall perception of employees 

regarding the effectiveness of PMDSE was that employees perceived the PMS to be 

slightly effective. These results show that even though there is a feeling that the PMS is 

effective, there are many problems with the PMS that need to be addressed. In the 

study, employees perceived the PMS to be unfair even though the overall mean score 

was slightly above the mid-point of the range. This is inconsistent with Sharma et al. 

(2016), who concluded that for a performance management system to be effective, it 

needs to be perceived as fair regarding the distribution of outcomes (distributive justice), 

processes followed to arrive at distributions (procedural justice) and clarity of 

communication mechanisms. An independent-samples t-test was conducted to compare 

the mean perception scores for the effectiveness of the PMS with the fairness of the 

appraisal process between men and women. There were no significant differences in 

the perception scores for either the PMS effectiveness between men and women. One

way between-groups ANOVAs were conducted to explore the impact of different age 

groups, genders and positions on the perceptions of the effectiveness of the PMDSE. 

There were no statistically significant differences in the mean scores of the gender, age 

groups and positions regarding the perception levels of the PMDSE. 

5.2.4 Correlation between performance management system accuracy and 

fairness 

The fourth research question sought to establish whether there is a correlation between 

the two factors of PMDS effectiveness, namely accuracy and fairness. There was a 

positive correlation between the two variables, with low perception scores for the 

accuracy associated with low perception scores for fairness. Therefore, PMDS cannot 

be accurate if the appraisal process is perceived to be unfair. Similarly, Sharma et al. 

(2016) argued that for effectiveness, performance management systems need to be 

perceived as fair regarding the distribution of outcomes (distributive justice), processes 
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followed to arrive at distributions (procedural justice) and clarity of communication 

mechanisms. 

5.3 Conclusions 

The main aim of this study was to measure the employees' perceptions of the PMS 

effectiveness in the selected Department. The researcher used a quantitative research 

approach and collected data using self-administered e-mailed questionnaires. It can be 

concluded that employees perceive PMDS to be effective in the selected Department. 

Employees perceive the system as accurate, and the results show that they are 

generally satisfied with the implementation of the system. However, employees perceive 

the performance management system as unfair. When employees feel unfairly treated 

during the appraisal system, their morale is likely to be affected and their performance 

will be adversely affected. For the PMDS to be perceived effective by employees, 

managers must implement the system without being biased and they should be 

consistent at all times. Employee performance should be linked to rewards. 

5.4 Recommendations 

For the selected Department to improve PMS effectiveness, it is recommended that: 

• Managers should provide employees with the coaching they need during the 

year. 

• Managers should ensure that goals are accurately rated as part of the review 

process. 

• Managers should ensure that performance reviews result in accurate 

performance ratings. 

• Managers should ensure that performance outcomes are linked to performance 

ratings. 

• Managers should ensure that annual performance reviews are directly related to 

PMS outcomes. 

• Managers should allow employees to be able to express their views and feelings 

during PMS. 

• Managers should apply PMS consistently and free from bias; assessments 

should reflect the true efforts that employees have put in their work. 

• PMS should be based on accurate information. 
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• Managers should at all times uphold PMS ethical and moral standards. 

• Managers should thoroughly explain PMS to employees as early as possible. 
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ANNEXURE A 

COVERING LETTER 

PO Box 642 

Moetladimo 

0891 

9 May 2016 

QUESTIONNAIRE 

Employee Perception of the Performance Management and Development System's Effectiveness 

in the Department of Rural Development and Land Reform , North West Province 

Dear Participant 

I, Pheagane lsaia Modipane, am currently doing research on Employee Perception of the 

Performance Management and Development System's Effectiveness at the North West Provincial 

Department of Rural Development and Land Reform. Your contribution to this study is extremely 

important to ensure the success of the project. All employees up to the post level 12 are requested 

to participate. 

This questionnaire has been structured in such a way that it facilitates quick and easy completion. 

It can take you up to 20 minutes to complete. Your task is to work through the questionnaire as 

quick as you can and answer the questions as accurately and honestly as possible. 

Full details are provided on how to complete the questionnaire. The questionnaire consists of the 

following sections: 

• Section A - Demographic information 

• Section B - Employee perception of performance management system accuracy 

• Section C - Employee perception of performance management system fairness 

Your co-operation in this regard will be highly appreciated 

Yours faithfully 

Pheagane I Modipane 

(Researcher) 

Contacts: 0837947438,isaiamphoza01@gmail.com 



SECTION A: Demographic information 

1. Gender 

Male Female 

1 -. 2 

2. Age group 

20-29 1 

30-39 2 

40-49 '\ 3 

50-59 4 

60 and 5 

older 

3. Indicate your post level in the appropriate block 

Level 1 Level? 

Level2 Level8 

Level3 Level9 

Level4 Level 10 

Levels Level 11 

Level6 Level 12 
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4. Number of years' service in the Department 

0-5 1 

6-10 2 

11-15 3 

16-20 4 

21-25 5 

26-30 6 

31-35 7 

36-40 8 

40 and 9 

more 

5. Qualification level 

National certificate (matric) 1 

Higher certificate 2 

Diploma or advanced certificate 3 

Bachelor degree or advanced diploma 4 
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Honours degree or postgraduate 5 

diploma 

Master's degree 6 

Doctoral degree 7 , 

Other 8 

SECTION B: Performance management system (PMS) accuracy 

Instructions: Using the response scale below, indicate your agreement or disagreement with 

each item. Make a cross in the appropriate box. Please answer all the questions honestly and 

accurately by making a cross in the appropriate box. If you make a mistake, just draw a line 

through the cross and make a new cross in the selected box. 

1 2 3 4 5 6 7 

Strongly Moderately Slightly Neither Slightly Moderately Strongly 

disagree disagree disagree agree nor agree agree agree 

disagree 

No. Statements 
.... 

Q) 
0 

Q) C 
Q) ~ Q) L.. 

O> Q) 
Q) O> Q) 

co ~ co L.. 

>, Cl) ~ O> 
Q) O> >, co 

"O co O> >, Q) ..... Q) co Q) ..?::-
~ co Q) >, Q) ..... 

O> L.. L.. ;:; L.. Q) >, co O> 
C O> Q) O> .c Q) L.. ;:; L.. C e co "O co .Q> .c O> .c Q) e Cl) 0 Cl) ..... co .Q> "O ..... ·a5 0 ..... 

Cl) ~ Cl) Cl) Cl) "O "O z =i3 Cl) ~ 
1 The performance plan based on 1 2 3 4 5 6 7 

PMS gives a clear idea of what is 

expected of me to meet 

departmental goals. 
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No. Statements -
(1) 0 

(1) C 
~ (1) (1) ,._ 
0) (1) 

(1) 0) ~ ro ~ ro >, Cl) (1) 0) 

(1) 
0) 

,._ >, ro 
(1) (1) "O ro 0) 

(1) >, ..... ro >, 
(1) ro (1) >, (1) ..... 

0) ,._ ,._ ,._ ;;::::; ,._ (1) >, ro 0) 
C 0) (1) 0) .c (1) ,._ ;;::::; 

,._ 
C 

0 ro "O ro .2' .c 0) .c (1) 0 ,._ 
Cl) 0 Cl) ..... ro .2' "O ,._ ..... 

~ ·a5 Cl) 0 ..... 
Cl) "O "O Cl) z i5 Cl) ~ 

Cl) 

2 The performance plan helps me 1 2 3 4 5 6 7 

focus my efforts through the 

identification of goals (and/or 

behaviours/skills) relevant to meet 

departmental goals. 

3 My manager and I update my 1 2 3 4 5 6 7 

goals as the Department's goals 

change. 

4 The ongoing feedback during the 1 2 3 4 5 6 7 

performance cycle gives an 

accurate assessment of how I am 

performing against planned 

performance. 

5 During the year, my areas for 1 2 3 4 5 6 7 

improvement are clearly pointed 

out to me. 

6 I receive the coaching I need 1 2 3 4 5 6 7 

during the year to achieve my 

goals (and/or improve my 

behaviours/skills) to achieve 

planned performance. 

7 Annual feedback during a 1 2 3 4 5 6 7 

performance review is an 

accurate representation of the 

ongoing feedback during the 

performance cycle. 
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No. Statements -
Q) 

0 
Q) C 

~ ~ Q) 
0) Q) 

Q) 0) ~ ro Q) ro >, Cl) 
,.._ Q) 0) 

Q) 0) 
,.._ >, ro 

Q) Q) "O ro 0) 
Q) >, -- ro >, 

Q) ro Q) >, Q) --0) ,.._ ,.._ ,.._ :;:::::; 
,.._ 

Q) >, ro 0) 
C 0) Q) 0) .c Q) ,.._ :;:::::; 

,.._ 
C e cu "O cu .!2> .c 0) .c Q) 0 

Cl) 0 Cl) -- cu 0) "O ,.._ -- ~ ·a5 Cl) 0 --CJ) "O "O CJ) - CJ) z TI CJ) ~ 
8 My goals (behaviours/skills) are 1 2 3 4 5 6 7 

accurately rated as part of the 

review process. 

9 My annual performance review is 1 2 3 4 5 6 7 

very objective in the assessment 

of my annual performance against 

planned performance. 

10 A performance review results in 1 2 3 4 5 6 7 

an accurate performance rating. 

11 My PMS outcomes 1 2 3 4 5 6 7 

(compensation , promotion , reward 

and/or recognition) are linked to 

my performance rating. 

12 My annual performance review is 1 2 3 4 5 6 7 

directly related to my PMS 

outcomes (compensation , 

promotion, reward and/or 

recognition ). 

vi 



SECTION C: Performance management system fairness 

Instructions: Using the response scale below, indicate your opinion on each item. Please answer 

all the questions honestly and accurately by making a cross in the appropriate box. If you make a 

mistake, just draw a line through the cross and make a new cross in the selected box. 

1 2 3 4 5 

Not at all To a small extent To a moderate To a great extent To a very great 

extent extent 

Components of organisational justice measurement +-' +-' 

C C 
Q.) Q.) 

+-' 

items +-' X 
+-' >< +-' Q.) C Q.) C 
Q.) Q.) Q.) +-' 

x +-' cu 
+-' X Q.) cu Q.) .... Q.) .... 

- Q.) +-' 
0) -- cu "C cu ~ cu E 0 ~ 

+-' E 
Q.) 

cu Cl) 0) > 
+-' cu cu cu cu 
0 

~ ~ ~ {:. z 
Procedural justice 

The following items refer to the performance management system used to arrive at your 

performance assessment. To what extent: 

1 Have you been able to express your views and 1 2 3 4 5 

feelings during the implementation of the 

performance management system? 

2 Have you had influence over the performance 1 2 3 4 5 

assessment arrived at by the performance 

management system? 

3 Has the performance management system been 1 2 3 4 5 

applied consistently? 
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Components of organisational justice measurement ..... ..... 
C C 
Q) Q) ..... 

items ..... >< ..... >< ..... Q) C Q) C 
Q) Q) Q) ..... ..... ..... ro 
>< ..... >< Q) ro Q) ,_ Q) ,_ 
- Q) ..... O') 

- -ro -0 ro ~ ro E 0 ~ ..... E 
Q) 

ro Cl) O') > ..... ro ro ro ro 
z ~ (=. ~ ~ 

4 Has the performance management system been 1 2 3 4 5 

free of bias? 

5 Has the performance management system been 1 2 3 4 5 

based on accurate information? 

6 Have you been able to appeal against the 1 2 3 4 5 

performance assessment arrived at by the 

performance management system? 

7 Has the performance management system upheld 1 2 3 4 5 

ethical and moral standards? 

Distributive justice 

The following items refer to your performance assessment. 

To what extent: 

8 Does your performance assessment reflect the 1 2 3 4 5 

effort you have put into your work? 

9 Is your performance assessment appropriate for the 1 2 3 4 5 

work you have completed? 

10 Does your performance assessment reflect what 1 2 3 4 5 

you have contributed to the Department? 

11 Is your performance assessment justified , given 1 2 3 4 5 

your performance? 
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Components of organisational justice measurement +-' +-' 

C C 
Q) Q) 

+-' 

items +-' X 
+-' X +-' 
C Q) C 

Q) 

Q) Q) Q) +-' 
+-' +-' co 
X +-' X Q) co Q) .... Q) .... 
- Q) +-' 

0) -- co -0 co c:' co E 0 Q) 
+-' E 

.... Q) 

co (/) 0) > 
+-' co co co co 
0 

~ ~ {=. {=. z 
Interpersonal justice 

The following items refer to the interpersonal behaviour of the line manager/supervisor who 

implements the performance management system. To what extent: 

12 Has he/she treated you in a polite manner? 1 2 3 4 5 

13 Has he/she treated you with dignity? 1 2 3 4 5 

14 Has he/she treated you with respect? 1 2 3 4 5 

15 Has he/she refrained from improper remarks or 1 2 3 4 5 

comments? 

Informational justice 

The following items refer to the line manager/supervisor who implements the performance 

management system. To what extent: 

16 Has he/she been candid in his/her communications 1 2 3 4 5 

with you? 

17 Has he/she explained the performance 1 2 3 4 5 

management system thoroughly? 

18 Were his/her explanations regarding the 1 2 3 4 5 

performance management system reasonable? 
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Components of organisational justice measurement - -C C 
Q.) Q.) -items - X - X -C Q.) C Q.) 

Q.) Q.) Q.) -- - cu 
X - X Q.) cu Q.) .... Q.) .... 
- Q.) - Ol -- cu "O cu c" cu E 0 ~ - E 

Q.) 

cu (/) Ol > - cu cu cu cu 
0 

~ ~ ~ ~ z 
19 Has he/she communicated details of the 1 2 3 4 5 

performance management system promptly? 

20 Has he/she seemed to tailor his/her 1 2 3 4 5 

communications to individuals' specific needs? 

Thank you for your participation 

X 



REQUEST FOR APPROVAL TO CONDUCT A RESEARCH PROJECT WITHIN THE DEPARTMENT OF RURAL 
DEVELOPMENT AND LAND REFORM : NORTH WEST 

rural development 
& land reform 
Department: 
Rural Development and Land Reform 
REPUBLIC OF SOUTH AFRICA 

NORTH WEST PROVINCIAL RURAL DEVELOPMENT &LAND REFORM OFFICE 

Private Bag X 74, Mmabatho 2735 - Tel (018) 3977628 Fax (01 8) 3811875 

MEMORANDUM 

REQUEST FOR APPROVAL TO CONDUCT A RESEARCH PROJECT WITHIN 

THE DEPARTMENT OF RURAL DEVELOPMENT AND LAND REFORM: NORTH 

WEST. 

Reference: SP 

CHIEF DIRECTOR:NWPSSC 

1. PURPOSE 

1.1 To obta in approval to conduct a research project within the Department of 

Rural Development and Land Reform in the North West Province. 

2. BACKGROUND 

The official was admitted at North West University Mafikeng Campus in 2015 in the 

Graduate School of Business Management and Government Leadership for the 
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REQUEST FOR APPROVAL TO CONDUCT A RESEARCH PROJECT WITHIN THE DEPARTMENT OF RURAL 
DEVELOPMENT ANO LAND REFORM: NORTH WEST 

degree of Master in Business Administration (MBA) majoring in Human Resource 

Management. As part of the curriculum, the official is expected to conduct a research 

and submit a mini dissertation to fully comply with the requirements to graduate. The 

topic for the proposed study is: Employees' perceptions of the Performance 

Management and Development System in the Department of Rural Development 

and Land Reform North West Province. 

The study will contribute in to the knowledge gap in as far as employees perceptions 

of the effectiveness of the EPMDS. In addition, the study will act as a benchmark for 

other provincial departments to emulate in evaluating the employees perceptions of 

the effectiveness of the EPMDS to enhance good governance . 

The study will create an insight to other scholars both within and abroad to undertake 

an evaluative approach in public service regarding to the Employee Performance 

Management and Development System (EPMDS). 

Therefore, based on the gap identified by the results of the study, information 

gathered in this work might assist the Department of Rural Development and Land 

Reform to redirect and reformulate present performance management practices. 

3. OBJECTIVES 

The main aim of the study is to measure employees' perceptions on the EPMDS in 

the Department of Rural Development and Land Reform 

The primary objectives of the study are: 

✓ To explore the perceptions of employees regarding the implementation of the 

Employee Performance Management and Development System 

✓ To ascertain how performance management and Development system at The 

Department of Rural Development and Land Reform is applied. 

✓ To investigate the management of poor performance in the Department. 

✓ To identify the nature of remedial interventions to assist poor performers 

✓ To propose remedial interventions to address the gaps identified in the study. 
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REQUEST FOR APPROVAL TO CONDUCT A RESEARCH PROJECT WITHIN THE DEPARTMENT OF RURAL 
DEVELOPMENT AND LAND REFORM: NORTH WEST 

4. TARGET 

Employees form the Department of Rural Development and Land Reform in all 

offices in the North West Province. 

5. FINANCIAL IMPLICATIONS 

5.1. The official will be required to utilize official email to administer a 

questionnaire to all employees. 

5.2. Participants will be required to printout the administered questionnaire and 

complete it. 

6. RECOMMENDATIONS 

In view of the above: 

It is recommended that the Chief Director approves and permit the official to 

conduct a research project within the department. 

MR Pl MODIPANE 

EHWP COORDINATOR: NWPSSC 

DATE: 
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REQUEST FOR APPROVAL TO CONDUCT A RESEARCH PROJECT WITHIN THE DEPARTMENT OF RURAL 
DEVELOPMENT AND LAND REFORM : NORTH WEST 

6. RECOMMENDATIONS 

In view of the above: 

It is recommended that the Chief Director approves and permit the official to 

conduct a research project within the department. 

Recommendation supported / not supported 

COMMENTS: 

MRS LETEANE 

DIRECTOR: SUPPORT SERVICES - NWPSSC 

DATE: 

Recommendations approved/not approved 

COMMENTS: 

MRS R KEOTHAILE 

CHIEF DIRECTOR: NWPSSC 

DATE: 
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