
















































































































































































































































































organisational and individual levels. Motilal (2004:146) maintains that at individual level, attention has

been directed towards ways of evaluating performance for developmental and accountability purposes.

There is tremendous pressure on Higher Education Institutions to ensure that their constituents are getting
value for money, that the staff (academic staff in particular) is working more productively, and that the
institutions are responsive o the changing demands placed on them. Parsons and Slabbert (2001:74) agree
that one major pressure on Higher Education is the demand for greater productivity in the wake of budget

constraints, increased enrolments and the more explicit social demands placed on them.

The main aim of any Performance Management is the development of a process whereby individual goals
are set based on the needs of the organisation, as well as the development needs of the individual. The
Performance Management Manual of the CUT (2006:4) suggests that these goals are negotiated and
finalised through continuous communication between the individual and their immediate
manager/supervisor. In Higher Education, students, other internal clients, managers/supervisors and
functional experts evaluate performances against these set goals.

A well-designed Performance Management System, if applied correctly, will benefit employees at various
levels. Individuals will become involved in setting well-defined goals or objectives; this in turn will
become the basis of a performance agreement. Performance feedback is regularily given and in terms of
specific scoreboards, these scoreboards, in tum, indicated to which extent the performance goals were met
or not. Over-achievers are rewarded accordingly while individuals who do not meet their performance

goals are assisted and development programmes are suggested to improve relevant performance.

Accountability and the overall improvement of teaching, research and service are the shared goals of all
Higher Education performance models. Map la  d { dom (2004:1) maintain that different
combinations of th  goals depend on the different national systems, the balance of accountability,
markets and trust within these particular contexts, but irrespective of all these factors, the goal combination
may involve: stimulating internai and external institutional competition, verifying the quality of new
institutions, assigning institutional status, justifying the transfer of state authority to institutions, and
facilitating international comparisons.

The rapid pace of growth within Higher Education in developed and developing countries, has led to an
international gathering in deliberation with regard to the implementation of performance models in Higher
Education. Mapesela and Strydom (2004:1) continue that the driving force to implement performance
models are not identical, these differ as Higher Education systems are based on different cultural traditions,
principles and starting points — all of which will mirror the distinctive needs and interests of the people the

system aims to serve,
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® There is a direct relationship between institutional priorities and goals (brought about through the
planning process) and the performance of staff. These strategic poals and priorities are transmitted

down from top level management to the individuals at ground level,
& Top management is totally committed to the Performance Management process,

¢ Methodical environmental examination based on the vision, mission and culture of the institution takes

place,
¢ Skilfully devise institutional policies and planning strategies are put in place to _  de the process,
#® Management has well defined line fimction responsibilities,

¢ The human resource department is well equipped, and has the necessary experience and capabilities
needed to work hand in hand with the every role-player involved in the Performance Management
process within the institution,

®  The roles and tasks of supervisors (acting as mentors to subordinates in line with the institutional staff
development unit) are clearly understood and are communicated to the role-players on a continuous

basis.

In the past, tertiary education institutions in South Africa were fairly protected institutions where very few
structural changes ever took place. Apart from the normal staff turnover, few educational institutions were
ever called upon to merge with other educational institutions. Arnolds and Boshoff (2004:2) agree that
now, different types of educational institutions were expected to merge — the restructuring process would
result in feelings of uncertainty and anxiety, thus lowering levels of job performance and would be

accompanied by a higher employee turnover rate and absenteeism

Performance Management is a concept that is relatively unfamiliar to education; it has its origins in
industry and the business environment, and is therefore essentially viewed with a high degree of suspicion
by academics, particularly in Higher Education. Parsons and Slabbert (2001:76) add that these views are
reinforced by the fact that there have been attempts to import management systems from industry into
Higher Education without making the necessary adjustments for the difference in contexts

A Performance Management System required the incorporation of a number of aspects, these aspects

mclude:
- Consistency of application,

- Objectivity of the process,

- Valuing the process as much as the outcon
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reinforced by the fact that there have been attempts o import management systems from industry into
Higher Education without making the necessary adjustments for the difference in contexts

South Africa Higher Education Institutions, although involved in a continuous process of extensive
transformation at various levels, have been very unenthusiastic in adopting and implementing Performance
Management Systems, practices and procedures, especially when it involves management and appraisal of
the academic staff. Franzsen (2003:132) explains that a possible reason for this reluctance may be rooted
with the high opinion placed on the concept of ‘academic freedom’, and more specifically, the difficulties
associated with ‘measuring’ excellence in academic outputs and pursuits, and ‘measuring intellectual

property’.

Furthermore the fact that Performance Management is seen by some as a tool used by management to
control and manipulate employees and to enforce a particular agenda. In South Africa where Performance
Management has been introduced as a newly formalised management practice, this perception is common,
thus heightening the suspicion that goes hand in hand with evaluation and judgment Many academics and
researchers doubt the reliability and validity of Performance Management and suggest that the system is so
inherently flawed that it may be impossible to perfect it

Mapesela and Strydom (2004:25) contend that while academics have for a long time enjoyed freedom from
interference within the boundaries of their disciplinary fieids; the introduction of major curricular and
methodological changes accompanied by the advent of knowledge creation approaches, accountability has
taken on a new meaning. Institutions will be forced to come up with new ways to assist academic staff to
respond to challenges surrounding their work performance. These arrangements would typically include:
performance workioad agreements, appropriate staff development opportunities, better incentives,
sufficient resources, fair performance measures as well as ample support systems to assist academics with

the new challenges.

Academic freedom entails that control is less focuses on ‘isolated’ professors/academia and their
disciplines. This reality must be faced that a change must take place in the traditional role of the academic.
These traditional staff members may be replaced with specialist task forces or specific staff who will
respond to the demands of the labour market, new information and communication technologies, the
emergence of new disciplines and the need for urgency, greater flexibility and cost effectiveness. Gibbons
{1998:59) maintains that these changes will cause adjustments to the structuring of staff appointments, staff
tenures and the evaluation of their performance. Academics fear that this new role will bring dramatic

changes to their cun contracts and overall condition of employment.
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Van der Bank (2000:7) affirns that Performance Management is a very sensitive issue; when considering
whether Perforrmance Management is ‘the carrot or the stick’, it can easily be interpreted as the latter of the
two, leading to unfortunate consequences. In a development model (where strengths are recognised, and
areas where the individual may be able to improve are identified), appraisal will be a genuine process
between the appraiser and appraisee set in an atmosphere of trust and confidentiality. An accountability
model (where focus may be placed on incompetency and assessment of performance) would create and

foster an air of defensiveness and an attempt to hide weaknesses.

Performance Management is essential for quality purposes; therefore any discussion on this topic in Higher
Education must include the suspicions and fears of academic staff that are under increasingly pressure from
all sides to be more productive, more accountable and more responsive to the demands of a technologically

advanced society.

One way to dispel academic staff fears, and at the same time provide the necessary information about what
academic staff actually do, is to negotiate an acceptable method of describing all the activities that
academic staff are called on to perform and then to | intify these activities in terms of the time required to
perform them to an acceptable standard. Parsons and Slabbert (2001:74) believe that this information could
then be used as a starting point of input into a Performance Management System that acknowledges the
range of activities required of the academic staff, and at the same time directs them within the explicit
framework of departmental and institutional goals.

Carl and Kapp (2004:20) characterise the academic setting by an ‘air’ or norm of privacy. Teaching and
research is seen personal and can be linked to individual personalities and styles, and thus more difficult to
compare. While academics value autonomy (academic freedom), performance appraisal is seen as a threat
to their freedom. When combining privacy and autonomy as part of an individual’s performance appraisal
system, academics often perceive attempts to compare and elevate some people over another, (as can be

done in performance appraisal), with a great measure of suspicion.

Middlewood and Lumby (1998:24) contend that there are several reasons why Performance Management is

seen as such a problematic issue, these are often linked to the following issues:

- Unsustainable expenses in financial and human terms are involved,

- A great deal of paperwork is accompanied by bureaucracy,

- Lengthy time delays occur between needs identification and action plans being formulated to
interv

- Solutions are often artificial and based on simulated situations which are difficult to apply to the

academic workplace,
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- The relationship between line manager and the managed is threatened, and
- Performance Management and Appraisal, feedback and interventions are often carried out by

perceived experts in staff development; these individuals are often not accepted by academics.

There is constant conflict between the nature of professionals (within the faculties), and the organisational
control system as a result of Performance Management and Appraisal systems. Professionals, on their part,
wish to remain autonomous in their work and accompanied by highly developed and specialised skills,
expect to direct their own activities in the workplace, free from interference by others. Raelin (1985:150)
maintains that while professionals submit to the evaluation of their performance, they strongly believe that
only their peers are sufficiently qualified to evaluate their work.

Performance Management creates constant conflict between lecturing staff (professionals) and the human
resource departmer  (organisations that are responsible for Performance Management). This conflict will
only be resolved if the Performance Management System is designed ONLY after extensive consultation
with all parties involved.

After taking into consideration the theoretical propositions on the pature and effects of performance
appraisal, several revealing statements emerged. Blackburn and Pitney (1988:21) maintain that these can

be summarised as follows:

e Most current performance appraisal and evaluation systems do not lead to improved performance  he
process can be dysfunctional, lead to reduced productivity, and create morale problems. The outcomes
often impact negatively on the climate of the organisation and the commitment of its employees.

e The way in which motvation contributes to performance, and how it is appraised show that the process
is multifaceted and individualised. To be effective and fair, performance appraisal must be
individualised, a standardised approach using standardised appraisal forms are bound to discrirninate

against some individuals,

® Rater and ratee characteristics, the measurement tool, and the context within which the rating is done

are ali important factors connected to the validity of the performance being evaluated,

e Employee participation in the design and implementation of the appraisal system is bound to facilitate

the whole performance evaluation system,

® Feedback indicating that an individual is ‘satisfactory’ is often disconcerting or "~ confin = j for

many individuals,
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Neglecting staff development will be viewed as bad management practice; management that do not check
up to ensure that all departments are following at least the basic elements of the institution’s staff
development policy, do not publicise external or in-house training opportunities, or fail to allocate anything
more than pathetic sums in the central and faculty budgets will be open to increasingly fierce criticism from

quality assurance bodies.

Mapesela and Strydom (2004:16) contend that although staff development as an important performance
improvement tool has never been disputed, there is a lack of consensus amongst stakeholders in Higher
Education as to whose responsibility it is to offer academic staff development. Numerous debates have
taken place surrounding the type of staff development model that should be implemented in an effort to

address the needs of academic staff in Higher Education.

Staff development necds should be identified and used as a programme to promote capacity building within
an institution or organisation. Weir ef al. (2000:162) highlight several objectives a staff development

programme can have. These are as follows:

- Share ideas and best practice among members to improve quality in teaching and leaming and also
to affirm diversity in curriculum and teaching practices in ways that are mutually beneficial,

- Identify priority needs of teaching and support staff,

- Maximise limited resources available for improving teaching and learning,

- Share, adapt and develop academic staff development programmes, activities and materials,

- Shape policies and procedures {o enhance quality teaching and learning, and

- Determine the need for and feasibility of future actions to facilitate ongoing staff development.

Various reasons exist for staff development. Among these, the following are seen as important; improving
qualifications, improving the ability to do the job, promotion, and improving personal capacities (such as
time management, writing proposals, lcarning a computer programme, managing and co-operating with

other people).

While a more integrated approach to academic staff development is becoming vital, especially in the light
of the diversity of the roles of academics, the expectations of various stakeholders and Higher Education
Institutions for improved performance increases. This emergent all-inclusive approach 1o staff
development introduces a measure of difficulty to the planning and implementation of staff development
programmes and activities, especially as part of a programme to improve performance within the

Performance Management and Appraisal system.
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synergy potential that is thus generated, making the university-wide ownership of the three core processes

essential.

Thereis ay at deal of certainty and consensus with regards to the key areas of academic performance, but
that the next troublesome issue is, however, how these key areas complement each other and how they
ought to be balanced to achieve excellence. Franzsen (2003:135) states that key performance areas in
academic work have been identified and described in conjunction with tasks and functions associated with

three main areas. These areas are as follows:

¢ Tcaching and leaming — relating to all twition related practices involved, with the emphasis on meeting
the needs of the student body through the provision of appropriate and relevant courses, appropriate
modes of delivery and  uitable assesst  t practices and student support.

® Research — this involves all activities linked to the acquisition or development of knowledge and skills
in a subject field, or with regard to appropriate teaching methodologies and approaches.

e Academic citizenship — this refers to the individual’s involvement (as an academic and subject
specialist) in both the community of Higher Education Institutions, as well as the wider community, in
delivering a service, performing tasks and making contributions to the functioning, well being and to

uplift these communities.

Balancing involvement in these three areas is a major cause for concern, as in the vision of various Higher
Education Institutions the threefold mission is underscored and pertinent to defining strategic objectives
envisioned by the institution. Franzsen (2003:136) maintains that in many instances, documentation
surrounding Performance Management in ...zher Education Institutions indicates a preference for a system
that is developmental and formative rather than judgmental and summative. Performance Management
Systems should include personal development plans and these should be linked to organisational skills

development initiatives.

The outcomes of these performance appraisals are accordingily used as a basis for career decisions such as

appointment and promotion, and as a basis for performance bonus allocations and salary increases. This

dual application of a single process disproves the formative purpose of the process, as individuals tend not

to focus on and acknowledge areas where development is necessary especially when financial

consequences are linked to the outcome of an appraisal process. Consideration has to be given to designing

a system that involves either a separate process for summative and formative appraisal or an integrated
:ess with different steps or s pro to ¢ with eit development or formal

evaluation inputs to career decisions.
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Within the Higher Education environment key performance indicators state what staff members should be
doing within the context of their work profiles, key performance areas can be summarised to include;

teaching and leamning, research, administration and academic citizenship.

3.11. PERFORMANCE MANAGEMENT AT THE CENTRAL UNIVERSITY OF ...CHNOLOGY
(CUT), FREE STATE

Information surrounding the existing Performance Management System within the CUT was obtained by
reviewing and scrutinising several documents pertaining to Performance Management and job evaluations,
the necessary permission was granted for the use of materials and documentations set up by the CUT in this
study. The CUT is currently in the process of reviewing the existing Performance Management System

with the aim of replacing it with an improved and comprehensive system.

Policy documents and institutional forms were obtained from the .. . 5 website and Intranet connection.
Key performance indicators will be outlined briefly, "1 which ° relevant Policy documents will be
summarised, and followed by a discussion surrounding the various Forms that are used during the

evaluation process.

3.11.1 KEY PERFORMANCE INDICATORS FOR ACADEMIC STAFF

Previously the Performance Management Systern of the CUT (The Performance Management Manual:
CUT 2006:15) used a document called ‘Annual work plan system’ where the work to be done by stafl was
laid out. This document has since been replaced by an ‘Annual performance agreement’ (APA) — a
negotiated contract co _iled by the staff member and supervisor regulating the delivery of services by the
employee during the year. Within this document the performance measures are refined and clearly and

specifically linked to key performance indicators, also known as objectives.

This manual continues that a Performance Management System adds value to the organisation by
reforming performance measures and by linking these clearly and specifically to Key Performance
Indicators, also known as objectives. Key performance indicators are described in this manual (2006:18) as
broad areas, in which staff members must, on a continuous basis, produce results in, and can also be
referred to as groups of tasks. Key performance areas for lecturers can include: teaching and leaming,
research, administration, and academic citizenship. The key performance areas should also conform to the

following standards:

- Be aligned to the objectives of the inst ~ n and the work group objectives,
- Be within the authority limits of the staff members (aligned with their job descriptions},
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- Should not describe objectives or activities (these will be looked at later),
- Should align with each other (no overtapping, duplication or gaps),

- Be worded briefly (fewer than five words), and

- Be limited in numbers (four to six — to a maximum of eight).

Once the key performance areas have been identified, the staff member and supervisor must agree and
attach weights to each area; these weights indicate the relevant importance to each area on a specific
performance period. The total weight is suggested to add up to 100 points (The Performance Management
Manual: CUT 2006:80). Performance Management for academic staff is illustrated by looking at the
position of academics in non-managerial positions, Figure 3.3. (page 93) summarises the position as

folows:

Figure 3.3: Key performance areas of academia in non-managerial positions

Teaching

]
Research Management /

team work

N

Community Personal /
service / professional
academic development

citizenship

Source: Adapted from ‘The Performance Mansgement Manual’: CUT (2006:80)

Teaching — in this key performance area teaching performance is measured and evaluated. Three
performance measures can be identified, namely:

- Student evaluation of teaching performance,

- The quality of the full portfolio of study aids, a

- Quality  lecture room presentations.

93



Research — performance in this area is divided into the following categories
- Published articles,

- Supervision of research / research activities,

- Research development,

- Commercialisation, and

- External funding raised.

Management / teamwork — all parties within a department or unit must make a contribution to the
efficient functioning therefore the workload distribution should be fair and unmbiased. In this key
performance area, the head of the department or unit must rate a staff member’s contribution on a ten-point

scale.

Community service / Academic citizenship — this key performance area will demonstrate a commitment
to community service. A staff member will pledge his/her commitment to a certain project at the beginning
of the year, and at the end of the year a written report on the service outcomes will be submitted to tt

superior.

Personal / professional development — if a staff member has not acquired the necessary qualifications for
the specific job, the completion and obtaining of the qualification can be seen as a key performance
indicator.

In conclusion, it is essential that staff members participate in the identification of key performance areas
and to assist the human resource department in the formulation of the key performance indicators that will
be used for academic staff evaluation and Performance Management Academic staff should be involved in

most of the key performance areas identified.

3.11.2. ‘POLICY ON PERFORMANCE MANA' MENT’ (CUT POLICY 501.28.1 — 21/09/1999)
[ANNEXURE B — page 265]

The reason for the existence of Performance Management at the CUT is summarised in the Institutional
regulatory code of the CUT, Policy 501.28.1. titled ‘Policy on Performance Management’ as an effort to
continuously improve resulis through the most advantageous use of all its resources, while supporting the

management and development of people.
The policy  1tinues that the main aim of Performance I ©  agement is to maximise workforce productivity

through participative goal setting exercises, commitment to meecting corporate strategic objectives and to
contributing to the effort of turning the * :titution into a world-class Higher Education institution. In an
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effort to achieve its aims, the CUT supports the following principles of an integrated Performance
Meanagement System:

¢ Joint responsibility for the results achieved by the CUT 1l be accepted by all employees, where

optimal performance will be rewarded based on a principle of consistency,

® Productivity improvements will result through participation, co-operation, trust and understanding in
the work environment,
® Key clements of a Performance Management System include: regular feedback, open lines of

communication, and performance improvement through competency development plans,

® The identification of key performance areas through a system of shared objective settings will ensure
commitment to results,

¢ Through Performance Management, managers will be able to focus constructively on employee
performance and results achieved, and will understand the management of performance within the

agreed framework of planned goals, objectives and standards, and

® Performance Management is seen as a p  cipative process where individuals are encouraged to take

ownership of their own development.

The Policy also complies with the requirements of the Employment Equity Act 1998, where a Performance

Management System has to comply with the following minimum requirements:

® Job related criterion should be used to evaluate employee performance. The necessary competencies
and/or conduct, and essential elements necessary to successfully perform a task should be identified at

the start of the process,

e Evaluation criteria should be formulated in terms of observable conduct or performance, and should

not be vague or based oo attitudinal behaviour,

e Where weights are attached to different evaluation criteria, these weights should be defendable, and
performance evaluation criteria should be standardised for specific job categories,

® Evaluators must possess sufficient knowledge to enable them to assess employees in a fair and
equitable manner, and a revision process must be in place to deal with disputes arising as a result of the

performance evaluation process.

The procedure followed by Performance Management System entitles all employees to participate in the

compilation of clear key performance areas, where measurable performance indicators and performance
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standards form part of a continuous evaluation process. Key performance areas are at the core of the
Performance Management Systern and are determined with reference to the strategic business objectives of
the institution, they are then related into specific key outputs for each unit/departrment/division and
ultimately filtered down to the individual contributing employee.

Performance Management is the responsibility of the line manager, where the Human resource section
provides copsultative inputs, these reviews take place on a formal basis once yearly, but the process of
contracting with employees, and joint formulation and evaluation of objectives and feedback takes place
and is maintained on a continuous basis. The frequency and duration of the performance review

discussions will depend on the level of development and developmental needs of the employee.

At the time of the formal evaluatior, the line manager and employee will evaluate the ik performed by
the employee for the specific period under review; attention will be paid to the level to which the employee
was able to achieve success in meeting the key performance areas as _reed upon at the beginning of the
evaluation process. The employee’s capabilities for the period will be accessed, while a performance plan
for the next period in terms of objectives and results will be established. Developmental opportunities will
be discussed with the employee in an effort to maximise their full potential and a competency

developmental plan to enhance the employee’s capabilities and performance will be developed.

The results obtained by the Performance Management exercise will be used by management to obtain an
overall performance rating for salary adjustment purposes (linking performance to remuneration), a
mechanism for the effective short-term control of non-performance can be provided, a basis can be laid for
career development and succession planning, internal communication between managers and employees
can be improved, and a climate of participation and empowerment through the quality management values

and practices can be developed.

Knowledge, technical skills, leadership skills, interpersonal skills, external and organisational factors
influencing performance need to be taken into account during the review process. Once the whole process
of review has been completed, the concluding report together with the employee’s developmental plan for

the future should be reviewed by a manager-once-removed.

Reasons for non-performance (not performing to the required or agreed upon standards) are identified by
the CUT as physical incapability due to ill health or injury, and incompetence as a result of a lack of skills,
training, natural ability, or willingness. Counselling and coaching is suggested to address the reasons for
non-perforn tv  n-performance persists, or serious under-performance is prevalent, these
cases should be dealt with by the line 1 1ager in liaison with the Human resource section according to the
terms of the Disciplinary Procedures and Code of Conduct.
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- Name and function of the supervisor, reason and purpose of the job, main function and content of
the job, job requirements in terms of training, skills, responsibilities, capabilities required, etc.,

and work environment (inconveniences, risks, hazards, etc.).

4. Job evaluation — Once the job descriptions have been finalised and approved, criteria must be prepared
against which the jobs are to be evaluated and weighed. The evaluation is done by using the job
characteristics and the chosen evaluation system as a basis. Prejudice and stereotyping must be
avoided and all jobs must be evaluated and weighed using the same criteria. The performance of the
job incumbent must not be taken into account, but rather the job (and not the job-holder) must be

evaluated.

5. Development of job classification — Once the evaluation and ranking of jobs have been approved, job
classes or a new job structure is established. Jobs with comparatively the same weight are grouped
together in the same class, while the number of classes and the division between the classes need to be
negotiated.

6. Development of the wage structure — The Employment Equity Act maintains that there are two reasons
why a relationship should exist between the job classification and the remuneration. The principle of
equal pay for equa! work rpaintains that jobs given the same rating or evaluation should normally
receive the basic same compensation; further the Act requires that every employer is required to
submit a statement on the remuneration and benefits received in each occupational category and level

of employee workforce.

The Act requires a reasonable connection between the job content and at least the basic wage attached
to it — this does not prevent the employer from taking other factors (the levels of performance) into

account in its wage policy,

7. Tmplementation and moritoring — once the system is implemented, the wage structure and job
classification needs to be monitored in order to establish its effectiveness and faimess, employees

should be allowed the opportunity to contribute to the process as far as possible.

The management and administration of the job evaluation system is the responsibility of the Senior
Director: Human Resources Systems and Employee Relations, and is also ex-officio the chairperson of the
Job Description Panel, and the Job Evaluation Panel.  The Job Description Panel consists of at east five
members who ' e received trair " this area, and are respomsible for the approval of all job

descriptions.
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3.11.4.2. LS 39 ‘QUESTIONN:....E FOR THE EVALUATION OF ACADEMIC STAFF UP TO
THE POST LEVEL OF SENIOR LECTURERS’ (CUT: LS 39) [ANNEXURE B — page 304]

This is the actual questionnaire that needs to be filled in by the academic staff member during the course of
the evaluation procedure. The manual (LS 40) serves as a guideline for the completion and tallying of the
total amounts necessary.

3.11.4.3. LS 204 “‘EV * " UATION OF LECTURER BY STUDENTS’ (CUT: LS 204) [ANNEXURE B
— page 321]

This questionnaire is circulated to students; the student is required to answer questions contained in 4
sections, namely;

A — the lecturer as person,

E  he lecturer as academic leader,

C — the subject as such,

D — the student himself/herself.

At the end of each section students are required to add up the scores awarded, and at the end of the process
students are required to tally up all the totals, thus arriving at a grand total for the questionnaire. This total

is then transferred to LS 40 as part of the academic staff’s evaluation process.

3.11.5 THE LINK BETWEEN PERFORMANCE MANAGEMENT SYSTEMS AND THE
COMPENSATION MODEL

It is difficult to find a link between Performance Management Systems and the compensation model. Each
institution will have to evaluate their systems and decide what route to follow in an attempt to encourage

staff to accept a Performance Management System that has appropriate incentive schemes in place.

Although it is very tempting to link reward systems to some form of Performance Management, this
linkage may well be displaced. Often undue focus on individuals is counter-productive. Parsons and
Slabbert (2001:77) are of the opinion that these reward-based systems do not focus on the time and effort
required to perform the activity well, but focus on the output of that activity. In the case of teaching, output

may be measured in terms of pass rate or some scale of student satisfaction.

If the institution values the activity (teaching, in this case) it needs to recognise the amount of time required
to perform that activity with excellence. Mc _ urty (1999:394) strongly beli s tha v 1 systems are
not designed to support the additional time faculties need in order to incorporate assessment and continuous

improvement into the classroom.
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The position of the CUT in terms of linking pay with performance is summarised in the Performance
Management manual (Performance Management Manual: CUT 2006:9). The CUT will ensure that
remuneration amongst different individuals is based on the job complexity (measured by the job evaluation
process), skills differences (as manifested by remuneration skills premiums) and differences in job

performance (as measured by the Performance Management System).

Finally, performance related pay can be seen as an incentive to improve performance and strive for
continuous improvement amongst all staff members. There will, however, always be staff members that
will be unhappy with the basis for rernuneration, this unhappiness will be eliminated if the institution uses a
basis for remuneration packages that is deemed to be fair, clear and transparent.

3.12. SUMMARY

Higher Education Institutions today are associated with issues such as public good, equity, redress, and
widening access, creation of a participating citizenry and support of the sustainable growth of a knowledge
society. In addition, Higher Education concerns itself with teaching and learning, research, community
service, global competition in a knowledge society, state subsidy and asset, performance accountability,
self-sustainability, student and client satisfaction, as well as socioeconomic values through lifelong

learning.

Within the context of the above-mentioned factors, Performance Management is of great importance in
ensuring that the staff associated with the Higher Education institution, especially the academic staff
contingency, is adequately armed and geared to face these challenges. Performance Management will
ensure that staff receive the all the necessary support and guidance necessary to achieve to their full
potential and at the same time meeting the strategic objectives as set out by the institution.

This chapter viewed the following issues pertaining to Performance Management in Higher Education
Institutions in South Africa:
® The effect of apartheid and transformation in Higher Education,

e National and provincial policies guiding Performance Management in South African Higher Education
Institutions,

® The need for and role of Performance Management Systems (as part of human resource management)

in Higher Education,

e  Academic staff reservations to Performance Management, staff development and academic workload,

and lastly
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4.2.1. TRADITIONAL MANAC .. AENT ACCOUNTING - CRITICISM

In the era prior to the 1980°s, Management Accounting control systems tended to focus mainly on financial
measures of performance. Only those items that could be expressed in monetary terms motivated managers
to focus exclusively on cost reduction while ignoring other important variables that were necessary to
cor _ : in the global competitive environment that emerged during the 1980%s. Drury (2004:999) states
that product quality, delivery, reliability, afier-sales service ~ customer satisfaction became key
competitive variables but none of these were given much importance measured by the traditional

Management Accounting performance measurement system.

Kaplan and Norton (2001:2) notice that during the period of the industrial economy, organisations created
value with their tangible assets, by transforming raw material into finished products. Through time and by
the end of the 20® century tangible assets will only account for 10 — 15% of organisation’s market values.
Kaplan and Norton (2001:2) maintain that noticeably, opportunities for creating value are shifting from
managing tangible assets to managing knowledge-based strategies that deploy  organisation’s intangible
assets; customer relations, innovative products and services, high-quality and responsive operating

processes, information technology and databases, and employee capabilities, skills and motivation.

In an economy dominated by tangible assets, financial measurements were sufficient to record investments
in property, inventory, plant and equipment on the balance sheets of organisations. Income statements
were also adequate to capture the expenses associated with the use of these tangible assets to produce
revenue and profits. But in today’s economy, where intangible assets have become a great source of
competitive advantage, tools are called for that describes knowledge-based assets and the value-creating
strategies that make these assets possible.

Organisations are facing transformation of revolutionary proportions where industrial-age competition is
being replaced by information-age competition. Rossouw, Le Roux, and Groenewald (2003:198) are of the
opinion that in the industrial-age, organisations were successful through the capitalisation of benefits
derived from large economies where technology was used to improve production efficiency and mass
production of standard products.

Sophisticated financial control systems were developed to monitor efficient allocation of financial and
physical capital. Financial control measures included: Return on Capital employed (ROCE), where an
organisation could direct its internal capital to its most productive use ad also monitor the efficiency with
which the operating divisions used financial and physical capital to create value for shareholders. The
advent of the information-era changed the assumption of industrial-age competition in that organisations
could no longer gain sustainable competitive advantage simply by using technology for efficient mass
production and by the excellent management of their financial and physical assets.
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¢ Only provide a historic perspective, and not a current perspective,

e Focus too much managerial attention on the return on capital assets, especially when economic value

added is one of the Key Performance Measures,
e Distract management from sustaining and growing the business, which is often capital-intensive,
® Disregard the business drivers that made financial success or failure possible,
e Only look at the balance sheet which is not comprehensive enough to manage a company, and

¢ Do not address the growing abundance of business data, which needs to be focused on a limited set of
business drivers to be understandabie.

Finally, traditional Management Accounting is still anchored to an accounting system that was developed
centuries ago and is still used by information-age organisations in an attempt to develop internal assets and
competencies, and to develop links and strategic alliances with external parties. A new way must be found
to value more than just physical assets in an attempt to encourage organisations to move from an industrial

to an information-age of business management.

4.2.2. TRADITIONAL MANAGEMENT ACCOUNTING - LIMITATIONS

Using performance measures to determine success is essential to any organisation, whether operating in the
private, public or non-profit sectors. Niven (20050 ) believes that unfortunately, despite its importance,

performance measurement has been in the line of fire for a number of years from all corners of commerce.

Brancato (1995:74) maintains that financial based measures:

- Are too historic,

- Lack predictive power,

- Reward the wrong behaviour,

- Do not capture key business changes until it is too late,

- Reflect functions, not cross-functional process within an organisation,

- Given inadequate consideration to difficult-to-quantify resources such as intellectual capital.
The general conclusion drawn is that financial indicators alone are limited in their ability to adequately

represent the rar  of factors assc with orga ~ ational excellence, not capturing key elements of an

organisation’s mission, customer s sfaction and loyalty, employee satisfaction and tumover, employee
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capability, organisational adaptability or innovation, environmental competitiveness, research and

development productivity, market growth and success and other important organisation-specific factors.

The reasons for this zavy criticism can be summarised as follows:

4.2.2.1. LIMITATIONS OF FINANCIAL MEASURES

..aditionally, the measurement of an organisation has been financial. ..e main criticism levelled at
financial measures is that these figures are based on historic information. Niven (2005b:22) is of the
opinion that a good quarter or year, filled with economic success, is no guarantee of future financial
rewards. What is needed is a performance measurement system that balances the historic accuracy and

integrity of financial measures with the drivers of future financial success.

Financial measures must be balanced with the drivi  of future financial success and security, if considered
alone they offer limited value. If, however, they are considered in the context of the data supplied by non-
financial measures, they are immediately filled with the power of information that can transform decision-

making and ultimately lead to success.

4.2.2.2. RISE OF INTANGIBLE ASSETS

What specifically drives the success of a particular organisation, is it the tangible assets (such as buildings,
machinery, computers etc.) the organisation possesses, or the intangible assets? Niven (2005b:22) suggests
that the intangible assets are more valuable and sustainable; these assets include employee knowledge,
databases full of rich information, and cultures of innovation and change, and are the ultimate value drivers.

It has become glaringly apparent that intangible assets are quite different from the ‘property, plant and
equipment’ that have appeared on the balance sheet for the past hundred years. These differences can be

summarised as follows:

e Intangible assets may not have a direct impact on financial results; and while it is possible to quantify
tangible assets, with intangible assets the quantification process becomes quite difficult,

e Tangible assets can be replaced (i.e. a new machine may be purchased to improve productivity), but
imtangible assets cannot be replaced (i.e. relationships with customers and supplier that have been built
up through years of trust and mutual benefit cannot be dismissed and replaced by another),

107



@ Finally, tangible assets are depreciated with use, whereas intangible assets actually appreciate with
purposeful use (i.e. whenever an employee improves or expands his’her knowledge, this knowledge

can in turn be used to improve or increase productivity thereby increasing the value attached to it).

Another challenging factor is that it is very difficult to measure the Rand value of intangible assets that are
invested in humans. Human capacity and capability is very difficult to quantify, this gives rise to endless

problems.
4.2,2.3. REPUTATION RISK

The ultimate intangible a t that must be constantly polished to a sparking finish in the era of ever-
increasing corporate oversight is  jutation’. Reputation, just as with intangible assets, is difficult to
quantify, but the stakes are sky-high as analysts believe that bad publicity and the related damage to
reputation may be the greatest obstacle to an organisation’s expansion and further growth. Niven (2005a:9)
maintains that in order to protect reputation, it must be managed, and in an effort to manage reputation, it

must be measured.

Unfortunately traditional Management Accounting will be unable to measure ‘reputation’. The principle
benefit of the Balanced Scorecard is its ability to cast new light on intangible assets, attempting to remove
the veil of secrecy and displaying them in the cold light of rational analysis. Leading indicators need to be
identified (i.e. the number of negative news stories or the number of audit findings), and these will go a
long way towards leading boardroom discussions in a new and proactive direction as leaders openly

address this vital intangible asset and put mechanisms in place to protect it in future.
4.2.2.4. CHALLENGE OF EXECUTING STRATEGY

To succeed in any organisation it is vital that the strategy to be followed to success be ‘brought to life’ with
the unmistakable clarity necessary for everyone in the organisation to act on it daily. Niven (2005b:23) is
of the opinion that many organisations fall off the strategy execution track simply because their
measurement system focuses almost entirely on financial targets, thereby ignoring the enablers of strategy
implementation. The challenges are profound and significant, and include: the limitations of traditional
financial metrics, the demand of a society of knowledge employees, and the absolute imperative of
executing strategy.

Niven (2005a:11) summarises four barriers that must be surmounted before strat  can =« ively

executed. Figure 4.1. (page 109) illustrates these barriers:
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figures and information, they only get few non-financial figures critical to making decisions about day-to-
day operations or long-term strategy.

There has been a great call for a revolution in performance measurement, where the measurement of
quality, customer satisfaction, turnaround times, pollution control, employee satisfaction, skills
development and motivation and other non-financial factors are made possible. The most important
conclusion resulting from this new-age business environment change is the fact that a change in the

measurement process is essential to ensure the survival in the new ‘information-age jungle’.
4.4. THE BALANCED SCORECARD

The quest for a new approach to the evaluation of value creation associated with the information-age has
led to the development of the Balanced Scorecard. While maintaining the traditional financial measures, it
augments the evaluation of an organisation’s success by adding measures to evaluate the success of the
organisation to create future value through investment in customers, suppliers, employees, processes,
technology and innovation. Rossouw er al. (2003:200) are of the opinion that the Balanced Scorecard-
approach atterapts to link an organisation’s long-term strategy with tangible goals and actions.

Ever since its introduction, the Balanced Scorecard has seen a steady growth of acceptance in the corporate
world. Sparks (2001:1) maintains that organisations have recognised the power of the Balanced Scorecard

for converting vision and strategy into measurable targets and are adopting the use of this management tool.
44.1. ORIGINS AND BACKGROUND

Niven (2005a:12) describes the origins of the Balanced Scorecard as being the brainchild of two men in the
1990’s: Rebert Kaplan and David Norton. Kaplan, an accounting professor at Harvard University, realised
that financial numbers alone would not be enough for organisations attempting to thrive, or even compete
in the 21* century. He and David Norton embarked on a research study of companies in an atternpt to
distinguish the best practices in performance measures — and from that study the Balanced Scorecard was
brought into being.

Traditional performance measures were well suited for the indusirial era, but are quite outdated with the
skills and competencies organisations are trying to master currently. Managers should not have to choose
between financial and operational measures — no single measure could provide a clear performance target
or focus attention on the critical areas of the business. Man rs need a balanced presentation of both
financial and operational measures. Kaplan and Norton (1992:71) believe that after an intensive research

project, spanning over a year and involving 12 companies at the leading edge of performance measurement
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— the ‘Balanced Scorecard’ was devised, a set of measures that give top management a fast and

comprehensive view of their organisation.

The Balanced Scerecard includes financial measures that tell the results of action already taken, it
complements the financial measures with operatioc * measures on customer satisfaction, internal processes,
and the organisation’s innovation and improvement activities, the operational measures ultimately become
the drivers of future financial perfc ance. Figure < = (page 112) illustrates how the Balanced Scorecard
aliows managers to examine the organisation from four important perspectives, while providing answers to

four basic questions:

- How do our customers see us? (Customer perspective),
- What must we excel at? (Internal perspective),
- Can we continue to improve and create value? (Innovation and learning perspective), and

- How do we look to our shareholders? (Financial perspective).

Figure 4.2; The Balanced Scorecard links performance measures

Financial perspective —
how do we look to our

sharcholders?
Customer perspective — Internal business
how do our customers ‘ p| Perspective — what must
see us? we excel at?

Innovation and leamning
perspective — can we
continue to improve and
create value?

Source: Adapted from Kaplan and Norton (1992:72)

When viewing an organisation from more than one vital perspective, the Balanced Scorecard links short-
term operational control to the long-term vision and strategy of the organisation, and is based on a three
dimensional time-line; yesterday, today and tomorrow. Olve et al. (1999:7) are of the opinion that ‘what
we do today for tomorrow may have no noticeable financial impact until the day after tomorrow’, In this
way the organisations focus is broadened and it becomes important to keep a watchful eye on non-financial
key ratios. Figure 4.3. (page 113) illustra how th 1 siomal| s t fits into the Janced

Scorecard scenario.
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Criticism is often levied at financial measures, especially as a result of its backward-looking focus and
inability to reflect modem value-creating actions. In the modern organisation traditional financial measures
will not improve aspects, which include custorner satisfaction, quality, cycle time and employee motivation
but in spite of these inadequacies, financial measures must answer the following question. To succeed

Sfinancially, how should we appear to our shareholders?’

Financial measures are important measurement tools for all types of orpanisations. In profit making
organisations, these measures indicate whether the chosen strategy is leading to imp  :d bottom-line
results, while in non-profit and public organisations these measures sure that the desired results

achieved in an efficient and cost effective manner. Niven (200 3) state that leading financial indicators

include: revenue, profitability and asset utilisation.

The Balanced Scorecard gives equal importance to the financial perspective that helps answer the question:
‘How should we a  sar to our shareholders?’ Pandey (2005:56) maintains that financial measures provide
a common language for analysing and comparing organisations. It is however important to note that the
financial measures alone are not sufficient to guide performance creating value; they depend on non-

financial measures for providing the bottom-line score.

The most important reason for the existence of the financial perspective is that it gives respect to the
relationship between stated financial als and other )als that assist the atta™ m  of these goals. Nair
(2004:22) states that the financial perspective is critical as it forces recognition and definition to the main
critical financial goals that an organisation must achieve.

In times of business where money might seem like everything, financial measures remind us of the

following:

® The main goal of business is wealth creation, as measured by a series of financial targets achieved,

e The purpose of financial targets is to stimulate the operating units to manage performance and gain

competencies for future success,

o It is one of four perspectives of the Balanced Scorecard, but it is the one that funds the mission and

purpose of the organisation, and

e It is alagging indicator of performance as it records success after the fact.
In conclusion, financial objectives represent the long-term goal of the organisation: to provide superior
returns based on the capital invested in the unit. All scorecards use traditional financial objectivesrelating

to profitability, asset returns, and revenue enhancement, this reinforces the strong links of the Balanced
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made about customers and their habits, the markets they represent, and the value they perceive in the

relationship with an organisation.

A large, satisfied customer base means more revenue, which should lead to improved financial outcomes.
The customer perspective requires an organisation to know how it should create value for its customers if it
is to succeed. Organisations have learnt the importance of customer focus and customer satisfaction in a
sustained financial performance. Poor performance in terms of customer satisfaction is a leading indicator
of the future decline in spite of good current financial performance. Pandey (2005:56) states that an
organisation should determine measures for the processes underlying these broad strategic objectives:

delivery time, defect rates, number of returns, w  1nty claims and customer satisfaction ratings.

Finally, managers should have a clear idea of their targeted customers and business segments, and select a
set of core outcome measurements (share, retention, acquisition, satisfaction, and profitability) for these
targeted segments. These outcome measures represent the targets for an organisation’s marketing,
operational, logistic, and product and service development processes. Managers must also identify what
customers in targeted segments value and choose the value propositions {(proposals) they will deliver to
these customers. They can then select objectives and measures from amongst various classes of attributes
that, if satisfied, will enable the organisation to retain and expand its busimess with these targeted
customers.

4.4.2.3. INTERNAL BUSINESS PROCESS PERSPECTIVE

For this perspective, it is imperative that managers identify the processes that are most critical for achieving
customer and shareholder objectives. These objectives are usually finalised once the objectives and
measures for the financial and customer perspectives have been identified, this sequence allows
orgapisations to focus their internal-business-process metrics on those processes that will deliver the

objectives established for customers and shareholders.

Organisations seldom fail because they have the wrong strategy; they fail because they lack the methods to
achieve the tactics that surround a strategy. This perspective reminds organisations that the background
works, driven by objectives and goals, must be in place to ensure that customer and financial objectives are
achieved. Often organisations have habits that are challenging to break or change, ultimately sabotaging
their ability t L S ymer 2~ © " ° perspectives. Nair (2004:23) states that these

organisations will need to re-tool to win; this perspective will assist them in this process.

Rossouw et al. (2003:202) asks this question: ‘To satisfy our shareholders and customers, at which

business processes must we excel?’ Processes, decisions and actions occurring throughout the organisation
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while the necessary measures are identified; the targets and initiatives will then take over and measure what
needs to be achieved.

4.4.4. WHY A BALANCED SCORECARD — ADVANTAGES

The concept and logic behind the Balanced Scorecard is not new, what is new is its easy-to-understand
design and a more formalised process performance measurement and linking strategy with performance

measures and outcomes.

Pandey (2005:64) maintains that many organisations have adopted a Balanced Scorecard approach to
Performance Management because the motivating factors behind implementation are overwhelming. These
factors include:

® Increase in customer focus — the Balanced Scorecard is seen as a comprehensive too! to understand
their target customers, their requirements, the performance gaps, and determine the value proposition
that they should offer to create delight for their target customers,

® Focus on creating intangible and intellectual capital — organisations are realising that future
competition will be fought on the strength of intangible assets and human competency, and are
therefore investing in competency building, technology, branding, research and development,

information technology, and marketing systems,

® Business excellence and growth — pursuing a growth strategy with business excellence necessitates
non-financia! initiatives. Financial measures with their short-term orientations fail at this attempt, the
Balanced Scorecard is able to articulate such strategy and communicate downwards to all levels of an

organisation,

® Alipn strategy to operations at all levels of the organisation — the Balanced Scorecard enables
employees to understand strategy and link strategic objectives with their day-to day operations, they
realise what their actions and tasks should be to help achieve their objectives and influence overall
corporate results,

¢ Real time review — the operational side of the Balanced Scorecard is 2 result-tracking device where the
organisation creates a simple information system that is linked to the scorecard for built-in review and
feedback in real time. Data is continuously transferred from the reporting system to the on-line
Balanced Scorecard thus allowing employees access to the results while management takes the

necessary actions.
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An interesting argument in favour of the Balanced Scorecard suggests that not only does it measure in
addition to financial measures, but iromically, it serves to limit the number of measures. Often
organisations respond rather chaotically to an abundance of measures, adding measures whenever a
seemingly pood idea or pressing need is identified. The discipline of the Balanced Scorecard helps to
maintain focus on just a few vital measures. Storey (2002:325) adds that this tool also ‘guards against sub-
optimisation’ — where the organisation has to consider all key measures together and so protecting itself
against the common tendency to drive forward improvement in one area while neglecting performance in

other areas.

Ultimately, the Balanced Scorecard is a simple, systematic, and easy-to-understand approach to
performance measurement, review and evaluation. It is a convenient mechanism to communicate strategy
and strategic objectives to all levels within the orpanisation. The success of the Balanced Scorecard will
depend on - clear identification of non-financial and financial variables and their accurate and objective

measurement and linking the performance to rewards and penalties.

44.5. WHY A BALANCED SCORECARD - SHORTCOMINGS/LIMITATIONS

Apart from the advantages and prosperity the Balanced Scorecard can bring to an organisation, this same
management tool can bring hardship and difficulty. Part of the difficulty in using the Balanced Scorecard
is trying to automate the system. It measures items that are often difficult to relate and/or measure,
Financial measures do not pose a problem and can be quantified, and have been used effectively for many

years. The non-financial measurements are the source of the difficulty.

McKenzie and Shilling {1998:58) add that determining performance measures is often more difficult than
expected. Managers need to keep their focus on the cause-and-effect relationship in strategy in order to
link measurement with strategy. While managers often understand the link between customer satisfaction,
employee satisfaction, and financial performance, the p lem lies in that the Balanced Scorecard does not

provide guidance on how to improve performance to achieve the desired strategy.

Gautreau and Kleiner (2001:154) continue that the Balanced Scorecard must, in order to re-align it with
changes in the strategies or corporate structures, be updated on a constamt basis. This management tool is
also relatively difficult to implement — with implementation taking five to six months to implement.
Additional months are essential to fine tune the structure of the Balanced Scorecard, therefore total
development time if often one year or longer. Measure can also be difficult to quantify, and this can lead to

too many performance measures.
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Figure 4.9: Comprehensive view of the Balanced Scorecard development process
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business &
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Critical success factors

Measures

Action plan

Source: Kaplan and Norton (1993:140)

Managers need a Performance Management System that provides guidance in moving their organisation in
the direction of future success. Stivers and Joyce (2000:23) maintain that the key for future success is to
translating the organisation’s strategy into the cormect, integrated set of measures. Once this has been
executed, then the Performance Management System can provide control by monitoring financial results
and provide guidance by reporting on the drivers of future performance — employee know-how, innovative

internal processes information systems, values and customers.

The necessary action for successful implementation of the Balanced Scorecard can be set out in the

following steps:

o The vision

Amaratunga (2000:185) state that the vision addresses the organisation’s desired § 1tion, while
ensuring * it the performance measures developed in each perspective. supports the attainment of the
organisation’s strategic objectives.
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® Translating strategy into action

The design process starts with the top management team and their effort to translate the strategy into
specific objectives. Stivers and Joyce (2000:24) believe that long-term objectives need to be set, and the
management tearn must agree on the customer, internal processes, and core competencies necessary to
achieve targeted financial performance.

Consequential to the organisation’s vision, strategy is at the heart of the process; it determines what is to be
measured, critical success factors’. This makes it easier to divide the vision into specific, reality-based

strategies which people in the organisation feel that they can understand and work with.

e Selecting linked measures (critical success factors)

Every measure selected for use in the Scorecard must be linked to a specific str gy — there should be a
cause-and-effect relationship in the chain from learning and  >wth, to proct s, to customers, and finally,
to financial performance. Stivers and Joyce (2000:24) maintain that this link ensures that the Balanced
Scorecard explains how business strategy will be achieved.

e Developing and identifying measures and cause-and-effect relationships

A key to success of the Balanced Scorecard is the appropriateness and quality of the measures and whether
they are used to enable management to follow the organisation’s systematic efforts to exploit the critical
success factors considered most critical for goal achievement. These measures must focus on the outcomes
necessary to achieve the organisation’s vision, and the objectives of the strategic plan. Amaratunga et al.
(2000:1850 agree that the greatest challenge is to find clear cause-and-effect relationships and to create a

balance among the other different measures in the selected objectives.

e  Action plan

The last s  in the Balanced Scorecard implementation process, the action plan, describes the
specifications and steps that need to be taken in order to achieve the measurement levels. Goals must be set
for every measurement used, this includes short- and long term goals so that it can be checked on a
continuous basis and any necessary corrective action can be taken in time. Amaratunga et al. (2000:186)
states that the action plan includes; the people responsible, aud a schedule for interim and final reporting.

Finally, a good Balanced Scorecard explains the business strategy by linking measures in the four
perspectives, and by following a well =~ d implementation system; manageme <«  develop a
balanced performance sys 1~ provi® 3¢ ol of critical processes and guides actions to out the

strategies of the organisation.
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*  An employee compensation package that focuses on the monetary rewards and not on the delivery of

organisational values, can lead to a ‘what is in it for me’ culture,

* A business strategy that is poorly understood and impossible to execute — may also be either inflexible,
not keeping pace with changes in the market place, or too inflexible; causing confusion because of

frequent changes in direction and an unmanageable scope,

*  An implementation plan that is not grounded in reality and unable to respond quickly to unforeseen
evens is doomed to fail, and ultimately

e A climate of defensiveness and mistrust that leads employees to respond negatively to missed

deadlines, overspent budgets with buck-passing, bitterness and scapegoat finding will lead to a total

collapse of the system.

An additional challenge to successful implementation is the lack of strategy. It is extremely difficult to
implement a strategic management system without a strategy. At the very core of the scorecard concept is
the organisation’s strategy — guiding all actions, decisions, and ensuring alipnment from top to bottom. A
scorecard can be developed without the aid of a strategy, but then it becomes a key performance indicator,

or stakeholder system, lacking in many of the attributes offered from a true Balanced Scorecard.

The lack of necessary education and training is also seen by Niven (2006:3) as another challenging issue
that can lead to failure. Often management is so preoccupied with the building of the scorecard that it often
neglects the education and training of organisational employees, these are often in the dark surrounding the
scorecard. Taking the necessary time at the beginning of the project to develop a comprehensive scorecard
curriculum that includes background to the concept, the organisation’s objectives with implementation,
typical problems, success stories, and project details, can replace the often energetic and hurried attempt to

get employee commitment.

Therefore, while the Balanced Scorecard is not an end in itself, it exists only to show the way to future
action. This requires the interpretation of results and the identification of what is good, what is bad, and
what needs to be changed within an organisation. Commitment from all parties (especially full
commitment from top-management) will facilitate implementation and will demonstrate that all parties are
willing and looking forward to the success of the scorecard.
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4.5, PERFORMANCE MANAGEMENT AND THE BALANCED SCORECARD IN HIGHER
EDUCATION

Performance Management and Higher Education are detailed in Chapter 3 (pages 73— 79) of this study.
Higher Education Institutions today are associated with issues of public good, equity, redress, and widening
access, creation of a participating citizenry and support of the sustainable growth of a knowledge society.
In addition, Higher Education concerns itself with teaching and learning, research, community service,
global competition in a knowledge society, state subsidy and asset, performance accountability, self-

sustainability, student and client satisfaction, as well as socioeconomic values through lifelong learning.

Performance Management was highlighted as being of great importance in ensuring that the staff associated
with the Higher Education institution, especially the academic staff contingency, is adequately armed and
geared to face the challenges. Performance Management should ensure that staff receive the all the support
and guidance necessary to achieve to their full potential and at the same time meeting the strategic

objectives as set out by the institution.

‘What gets measured gets done’ is the most famous cliché of performance measurement. If management
measures it, employees will do it. Unformnately, often what employees measure is not precisely what they
want done, and employees — responding to the explicit or implicit incentives of the measurement — will do
what management is measuring, not what the employees really want to do. Behn (2003:599) maintains that
although performance measures shape behaviour, they may shape behaviour in both desirable and

undesirable ways.

ONeil, Bensimon, Diamond and Moore (1999:65) remembers a time when Higher Education Institutions
enjoyed a honoured status in society, a time when society intuitively embraced the institution’s mission and
supported it generously, usually without questioning what went on in the inside of the walls. As the
millennium approached, these institutions faced growing expectations where increased accountability for

their actions was demanded by society.

Higher Education Institutions represent a distinctive type of organisation, one characterised by
extraordinary amounts of autonomy and professional discretion enjoyed by faculties, decision-making by
compromise and bargaining, and the limits on administrator’s formal authority, all contributing to the
unique designation: ‘organised anarchies’ In these types of organisations, indicators of performance would

seem particularly out of place.
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Finally, the Balanced Scorecard is an information-based management tool that can serve as the alterpative
to the traditional performance measurement systems of the past; the Balanced Scorecard translates the
organisation’s strategic objectives into a coherent set of performance measures. And while the Balanced
Scorecard has been introduced in ‘for-profit’ organisations successfully, it can be used in the education
sector in their Performance Management Sy: ns. The problems faced by educators with the
implementation of the Balanced Scorecard seem overwhelming, but through careful planning,

communication and design, can turn into a success story.

4.5.1. PERFORMANCE MANAGEMENT ACCOUNTABILITY - INTERNAL . _..3US
E_._ERNAL USERS

Since the 1990’s, accountability in Higher Education has become a very challenging issue for Higher
Education Institutions. These institutions have, increasingly, been required to provide evidence of their
performance indicators, empirical evidence of their value — to the state, alumni, prospective students, and
other external stakeholders. Stewart and Carpenter-Hubin (2001:37) maintains that performance indicators
differ for external accountability and internal assessment. Table 3.1. {page 133) compares internally and

externally driven assessment.

Table 3.1: A comparison of externally and internally driven assessments

Externally driven Intes nally driven
Audicnce | »  Consumers ® Faculty
- Students
- Parents ® Academic administrators

® Governing bodies
- Goveming bodies ¢ Non-academic administrators
- Accreditation agencies

® Revenue generators

- Alumni
- Founders
- Donors
Concerns | ® Undergraduate education ¢ Organisational agenda
® Imapge management ® Resource allocation priorities
Focus ® lnnuences choices of reicvant audience | @  Influential political coalitions
Format ® Report cards ® Faculty committee or institational reports
® Rankings

® Indices (indexes)

Source: Stewart and Carpenter-Hubin (2001:37)
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Performance indicators for external audience are aimed at informing three types of stakeholders; consumers
(students and parents), government agencies (legislators and accreditation agencies), and potential revenue
providers (alummni, donors, and funding agencies). These audiences are often limited by their areas of
interest and specific ideas of what might be acceptable institutional outcomes, and tend to adopt incomplete

and one-dimensional views of performance.

In an effort to present complex information in an easy-to-read and attractive format, external indicators are
often presented in the form of rankings and report cards. It is common for external bodies to use a single
set of indicators to measure many institutions across a wide range of missions. Wu and Petrshiuses
(1987:37) maintain that in institutions that are affected by ext |l assessment, management’s task is to
learn the art of image management, moreover as the external stakeholders have resources (financial,

student, and accreditation) that are of great int it to the institution.

To be useful, internal performance indicators must be connected to the values and goals of the particular
institution and should have its origins in the * titution's perfo  1ce objectives. These objectives
transiate the institution’s broad goals into specific problems that can be studied and around which strategies
for improvement can be developed. Stewart and Carpenter-Hubin (2001:38) believe that the users of
internal performance indicator differs from the external users, here institutional decision makers (faculty,
academic administrators, and non-academic administrators) are the interested parties.

The internal audience represents a very broad spectrum of perspectives and interests with a wide range of
opinion regarding what acceptable institutional outcomes should be. Although institutional effectiveness
and enhanced academic reputations are common goals, there is a lack of consensus on how institutional
processes might impact these goals. Linking the values and goals of the internal audience, the strategic
tasks required and the data collection and analysis necessary is important for useful internal performance

assessment.

Finally, when an institution decides on the Performance Management process te be followed, consideration
must be given to the users of the information obtained. ternal users and internal users of the data

collected will differ in their uses and application of the information collected.

4.5.2. WHY A BALANCED SCORECARD FOR PERFORMANCE MANAGEMENT

The Performance Management System is a powerful behavioural tool. Stivers and Joyce (2000:22)
maintain that ‘W~ you ¢ re, is what you get’. When the system includes the right measures, linked to

an organisation’s strategy, people are provided guidance for their actions, especially wt  the organisation

faces environmental challenges; implements improved programmes, or alter its strategy.
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Performance measurement systems were developed as a means of monitoring and maintaining
organisational control, which is the process of ensuring that an organisation’s pursues strategies that lead to
the achievement of overall goals and objectives. Nani et al. (990:35) agree that performance measure can

also be defined as a metric used to quantify the efficiency and/or effectiveness of an action.

An important question follows; ‘Why should performance be assessed?’ The reasons for performance
assessment become important as they guide the selection of appropriate 1 ‘ormance techniques. Neely

(1998:165) suggests seven (7) possible reasons for Performance Management and assessment:

- Thechangi nature of work,

- Increasing competition,

- Specific improvement initiatives,

- National and international awards,

- Changing organisational roles,

- Changing external demands, and

- The power of information technology.

Balance indicates the essence of any health organisation, and is critical for efficient and effective
movement, for the attainment of a rich sound organisation, and assisting in the maximising of potential.
Similarly, a Performance Management System must achieve a balance whereby it supports progress for
predetermined objectives and goals. Amaratunga (2000:6) suggests that the quest for the creation of a
healthy and sound organisation requires strategic planning, and a linking of programme
activities/performance poals 10 an organisations budget; thereafter decision-making and confidence in the

organisational performance is expected to improve.

Olve et al. (1999:56) suggests that it is important that the Balanced Scorecard not only be seen as a record
of results achieved, but rather be used to indicate expected results. Thereby the scorecard can serve as a
way to communicate the business plan and thus the mission of the organisation. It also helps focus on the
critical issues relating to the balance between short and long run, and on the appropriate strategic direction

for everyone’s efforts.

The Balanced Scorecard has been summarised as a holistic and measurable model of an organisation’s
strategy linked to the vision of the future. It helps to create a shared understanding about the efforts and
needed steps for change, while translating the organisation’s strategy into tangible objectives and measures
and balancing them into the four perspectives (financial, customer, internal processes and learning).
Kettunen (2005:208) maintains that the Balanced Scorecards of Higher Education Institutions look
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remarkably similar to those devejoped for profit-seeking organisations. Not much attention is paid to the
financial perspective, but the emphasis is shifted to the role of customers and employees.

While there is no correct set of performance measures that every Higher Education institution should
employ the more comprehensive yet concise the set of measures, the greater probability that the Balanced
Scorecard will provide an effective monitoring and management tool, Kaplan and Norton (1996:147)

suggest that performance measures should represent a balance in three areas. These areas are as follows:

¢ A balance between measures that look forward (financial; scientific perspectives), and those measures

that focus on internal processes (intemnal service; leaming and growth perspectives),

® A balance between lagging measures — resulting from past actions, and leading measures — those

indicating future performance,

® A balance between quantified outcome measures and more subjective measures that may drive these

outcomes.

Elloumi and Ammand (2002:6) suggest that while, in practice, it is often difficult to rank the relative
importance of these performance measures, determine if quantitative or qualitative measures should be
used, or use lag or lead measures, the important question to be asked by the institution is how the

performance measures can be linked to the institutions mission.

This section highlights the need for balance within any organisation; it is the essence of a healthy and
prosperous organisation. A Performance Management System must achieve a balance within the
organisation; where the objeetives and goals of the organisation are achicved while the needs of the
employees and other stakeholders are also met. The Balanced Scorecard not only translates the strategy to
operational terms but it aligns the organisation to the strategy by focusing employees on their role in
accomplishing the company mission. This is done through the use of cause-and-effect linkages between

strategic goals and performance measures in the four perspectives of the Balanced Scorecard.
4.5.3. THE PURPOSE OF THE BALANCED SCORECARD IN THE ACADEMIA
The Balanced Scorecard has been used with much success in businesses where profit making is the major

objective. This tool has had very limited success when applied to areas of business where profit-making is
not an important factor but rather where service-delivery is important to the organisation.
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The Balance Scorecard is widely used by profit maximising, Fortune 500 companies as a tool to measure
performance. Gambus (2005:619) maintains that the Balanced Scorecard has also been used in the not-for-

profit sector in hospitals and universities.

The fact that the Balanced Scorecard has been  *d succe

jlly in the business environment signalled that

it could be readily translated to fit the academic environment. Dorweiler and Yakhou (2005:140)} maintain

that replacing ‘customer perspective’ with ‘student perspective’, and the academic interpretation of the

other three perspectives, provides the Balanced Scorecard for a Higher Education institution.

The translation of the Balanced Scorecard from the business environment to the academia is illustrated by
Table 3.2. (page 137) as follows:

Table 3.2; ...e business — versus the academic environment

Perspective | Business environme: 1ranslation to the academic environment
(Adapted Kaplan and Norton, | (Bailey, Chow and Haddad 1999:167)

1992:72)

Customer To achieve our vision, how | Rele . siakenolaers for an academic insutumon |
should we appear to our | include; faculty, staff administration, students, parents,
customers? alumni, employers, the community and the image of the

institution.

internal To achieve our wvision, wnat ) 1ne quality of the educationa: » wewauctional offering

process should we excel at? and providers.

Innovation | Can we continue to improve | This translates to the currency of the instructional

and and create value? offering and providers, the offering should be leading

learning in the industry in an effort to attract employers as well
perspective as sustain the institution.

Financial To succeed financially, how | Historically profit driven financial measuics nave been

should we appear to our
stakeholders?

used as Key performance indicators, both revenue-
generation, and the value of the assets must be
maintained to ensure financial success. Focusing on

only one will debilitate the institution.

Source: Own research
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Most Higher Education Institutions have a mission or vision statement that sets out in broad terms the goals
of the institution, Within the context of these goals, the institution must decide what it will benchmark and
what performance it will measure. Dorweiler and Yakhou (2005:140) believe that the Balanced Scorecard
tracks key strategic elements through a balanced series of performance indicators to ensure that action is
meeting strategic objectives, while demonstrating that the institution is meeting accountability expectations

and legislative requirements.

The next step according to Dorweiler and Yakhou (2005:141) will be to analyse the detail of each
perspective.  The overall detail of the Balanced Scorecard assures the institution that a realistic
representation of the institution is provided. Table 3.3. (page 138} illustrates the perspectives in Higher
Education strategy.

Table 3.3: Perspectives in Higher Education strategy

Customer perspective Internal business perspective

® Students, employers, faculty, alumni, | ® Teaching excellence, quality of faculty;

parents; ¢ Curriculum excellence and innovation;
® Teaching innovations, public image; ® Service efficiency and effectiveness; and
e Faculty reputation, quality of service; and ® Sirate_  issues.

® Continuous improvement.

Innovation and learning perspective Financial perspective

® Teaching and leaming excellence and | ® Fund raising, revenue from operations;

innovation; ® Human capital investment, Financial
e Faculty development, technology Management; and
leadership; e External relationships, public image.

® Teaching/learning innovation;

® Programme and curmricular innovations and
improvements;

® Pedagogy enhancements, distance learning;

® Value-added learning, life-long learning;

e Quality of facilities, reward system; and

® Mission-driven process.

Source: Adapted from Dorweiler and Yakhou (2005:141)
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From this section it is evident that the Balanced Scorecard can be adapted from the business environment to
suite the needs of Higher Education Institutions, and the academia in particular. By transiating the
perspectives to suite the academic environment, the Balanced Scorecard is an effective tool to evaluate an
institution and its performance. By emphasising integrative analysis and trade-offs, the Balanced Scorecard
helps academic administrators focus on internal processes to improve institutional effectiveness and

demonstrate its accountability to government and the public.

4,6. MANAGEMENT ACCOUNTING AND THE BALANCED SCORECARD

It is clear that a new economic world has emerged, one that features perpetual changes, glc™ lce et " g
tremendous customer demands, and increasing sharehol ~ - expectations. Management Accounting, Cost
management especially, must face the realities of this new economy head-on, or risk losing relevance and
being left behind.

A system where the focus falls on historic information and an inward perspective is followed while
ignoring the entire supply chain is no longer adequate for today’s decision-mal . Niven (2006:1)
maintains that the Cost Management profession is responding with a clear mandate for the 217 century;
_ oviding the info tion organisations need in order to produce the value their customers demand, this
professional will be a trusted business partner, providing the vital cost information needed by management
in the pursuit of an optimal mix of activities and processes to drive sustained customer value. An integral

¢ ponent of the Cost Management evolution is the focus on the importance of performance measurement.

Kaplan and Norton (2001:81) add that the Balanced Scorecard has emerged as a proven and effective
performance measurement tool in an organisation’s quest to capture, describe and translate intangible
assets, into real value for all of an organisations stakeholder, and in the process allowing organisations to

successfully implement their strategies.

Niven (2006:1) maintains that Management Accounting features strongly in all four perspectives of the

Balanced Scorecard, and explains the relationships as follows:

® While many ‘raditional’ Management Accounting professiopals may view the Financial Perspective
of the Balanced Scorecard as their patural home, after further, in-depth consideration it has been
discovered that Management Accounting cuts a wide swath through the entire Scorecard architecture.

e In the Customer Perspective, organisations are required to determine their target customers and also
devise the value proposition they will use in perusing that group. Regardless of the value proposition a

firm pursues, it relies on profitable customer relationships to drive economic success.
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® The Internal process focuses on those processes an organisation must excel at in order to add value for
customers, and ultimately shareholders. Many organisations will measure the quality, timeliness, and

cost of current processes, making Management Accounting essential.

¢ Even the outcomes emanating from the Employee Learning and Growth Perspective, considered the
‘soft stuff’, will benefit from the discerning eye of Management Accounting. Measures here are often
described as ‘enablers’ of results in the other three perspectives. Investment in employee skills, tools
and alignment programmes are deemed to drive results ranging from greater innovation to increased
customer loyalty and Return on Equity. These drivers cannot be ignored, and as with any other
investments, the Management Accountant must determine the true value being created from each Rand

of cost.

Finally, while many organisations reaping the rewards of the Balanced Scorecard maintain an increase in
‘Strategic conversation’ as the most renowned benefit, the collaboration between executives, nagers and
employees as they work together to critically examine and learn from the Scorecard was also cited as

another major benefit.

With the renewed focus on providing critical information in an effort to create customer value and a clear
motivation for change, the Management Accounting profession is in an enviable position of facilitating

many of these strategic dialogs throughout the modern organisation.

4.7. SUMMARY

While performance measurement is a crucial factor to an organisation’s success, it is also one of the
weakest areas of management due to the limitations of finan =~ measures, the rise of the intangible assets,

and the challenges of executing business strategies.

The Balanced Scorecard, developed by Kaplan and Norton, is a relatively new tool capable of overcoming
these limitations as it focuses on an organisation’s vision and strategy. The Balanced Scorecard approach
seeks to translate vision and strategy into performance measures that can be tracked and used to measure

success in implementing the vision and strategy.

Organisations using the Balanced Scorecard strategy can determine and measure four areas: finapcial,
internal business process, customer perspectives and learning and growth that incinde human, information,
and organisational capital. The latter three, often considered ‘soft’ measures, are the enablers of everything

else on an organisation’s Balanced Score
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Organisational leaders using the Balanced Scorecard transformed the tool from a management tool, to a
strategic management and a commmunic  on tool by linking resources allocation decisions to scorecard

measures and communicating measures and objectives to all employees.

The Balanced Scorecard has been shown as an effective tool 1o evaluate an organisation, and its
performance. Not much literature is available on the implementation of the Balanced Scorecard in Higher
Education, but the capabilities of the Balanced Scorecard as applied in business organisations can be
applied to academic institutions. By emphasising integrative analysis and trade-offs, the Balanced
Scorecard helps academic administrators put more focus on internal processes to improve effectiveness,

and demonstrate its accountability to government and to the public.

The link between the Balanced Scorecard and Management Accounting was also firmly established where
the Management Accountant is deemed the irreplaceable link between the four perspectives of the

Balanced Scorecard.

In Chapter 5, the Research Methodology followed and used in this study will be highlighted. Focus will
be placed on the research method and design, the development and distribution of the gquestionnaire.
Several different statistical methods and techniques used and applied during the scope of the study will be
identified and discussed. The population, sampling frame and sampling procedures will also be presented.
The chapter will also aim to prove the reliability and validity of the study in question, and the importance

thereof will be explored.
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In this research study, the research study has been identified as being empirical in nature and the empirical
study is further divided into Primary Empirical studies. Primary data refers to data collected by the
researcher personally — the researcher collected new data through interviews, observations or through
whichever methods were employed. On the other hand, secondary data refers to data that already existed
when the research study was started — the researchers use existing data, such as census data, or documents

or texts that were previously produced.

Furthermore this empirical research study, using secondary data can now be subdivided into one of two
types of data sources. Data sources can be classified into two main categories: numeric data, these include,
numbers, statistics, psychological test scores, and physiological measures, while textual data include

documents, texts, conversations, and interview transcripts.

The fact that data comes in these main formats does not mean that both types of data cannot be used in a
study, or that textual data (interview responses} cannot be transformed to numeric data (post-coding).
Babbie and Mouton (2006:77) state that it is important to remember, however, that numeric and textual
data have different characteristics and they provide the researcher with different kinds of information.

Finally, according to the above literature, the classification of this research design can be summarised as

follows:

® Empincal studies,
¢ Using Secondary data,
® Using both numeric and textual data.

5.4.2. RESEARCH STUDY METHODOLOGY

The research methodology is a set of scientific actions, techniques and instruments used to carry out the
rescarch study by addressing the research problem and meeting the aim and objectives stated in the
research study. Lues and Lategan (2006:11) explain that the most popular used research methodologies are

the quantitative and qualitative research approaches.
5.4.2.1. THE QUANTITATIVE RESEARCH PARADIGM
Quantitative methods focus attention on measurements and amounts (more and less, larger and smaller,

often and seldom, similar and different) of the characteristics displayed by people and events that the

tesearcher studies . ...omas, 2003:1}.
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5.5.1. 1. . IRNAL VALIDITY

The internal validity of a research study is the degree to which it’s design and the data it produces allow the
researcher to draw accurate conciusions about the cause-and-effect and other relationships within the data.
To ensure the validity of the research study, it is essential to take every precaution necessary to eliminate
other possible explanations for the results that are observed. Leedy and Ormrod (2005:98) suggest several
strategies researchers can employ to increase the probability that their explanations are the most likely ones
for the observations made. The strategy applicable to this research study can be summarised as follows:

® A controlled laboratory study — here an experiment is carried out in a laboratory setting so that the

environmental conditions can be controlled,

Pilot questionnaires were circulated to a selected number of participants. The questionnaire was
circulated to 15 academic staff members (across all the institutions), this exercise served the purpose
of a pilot run for the questionnaire, any uncertainties and ambiguities were identified and some of
the questions were reformulated. The questionnaire was then finalised and distributed to the

academic staff members of the institution.

Internal validity is important to any research project, the researcher must be confident that the conclusions
drawn in the research study are acceptable from the data collected.

5.5.2. EXTERNAL VALIDITY

The external validity of a research project and the extent to which the results apply to the situations and
beyond the study itself and the extent to which the conclusions drawn can be generalised to other contexts.
As a general rule, researchers contribute more to humanity’s knowledge about the world when the research

conducted has implications that extend far beyond the specific situation studies.

Leedy and Ormrod {2005:99) continue that there are three commonly used strategies to enhance the

external validity of a research project. These can be summarised as follows:

® Real-life setting — research conducted in the outside world, although not the same stringent controls
apply as when a laboratory project is undertaken, may be more valid as it yields results with broader
applicability to other real-world situations,

o This research study was conducted in a ‘real-life’ setting as it was applied to academia in _ er
Education Institutions.
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Step 1 — Defining the target population

The target population is a clearly defined group of entities that have some characteristic in common
(Boyce, 2002:232). In research, the population is often defined by one or two behavioural characteristics,
Hair et al. (2000:328) view a population as an identified group of elements that are of interest to the
researcher and pertinent to infer something about the population. The researcher has to be precise in
specifying exactly what elements are of interest and what elements are to be exciuded,

For the purpose of this research study, the population comprises individuals, both male and female,
employed as part of the academic staff of Higher Education Institutions and form part of the Faculty
of Management Sciences and Faculty of Economic Sciences. The Higher E« ation Institutions of
the Free State and Gauteng provinces were targeted, and included academia from the following
institutions:

*  Universities of Technology (former Technikons)
- Central University of Technology, Bloemfontein
- Vaal University of Technology, Vanderbijipark
»  Universities (traditional universities).
- North-West University, Vanderbijlpark

- Free State University, Bloemfontein
Step 2 — Identifying the sampling frame

After defining the target population, the researcher should assemble a list of all eligible sampling units,
referred to as the sampling frame. Common sources of sampling frames include: a list of registered voters,
customer lists or 2 map. Hair, Bush and Ortinau (2002:330) maintain that it is often difficuit to gain access
to accurate or representative sampling frames. In such instances the researcher will have to employ
alternative methods such as random-digit dialling (if conducting telephone interviews) in order to generate

a sample of prospective respondents.

For the purpose of this research study a distribution list was obtained from the Higher Education
Institutions that were mentioned in Step 1, this list contained the details of all academia to be
incladed in this study.

Step 3 — Selecting the sampling procedure

The procedure that was folowed necessitated the sending of the questionnaire to all the members on

the distribution list obtained from the institutions.
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® Closed questions

Here the respondent is requested to answer the question asked by selecting from amongst the list of
possible answers provided by the researcher. Babbie and Mouton (2006:233) maintain that this type of

question is quite popular as it provides greater uniformity of responses and are easier to process.

Neuman and Kreuger (2003:273) maintain that the most important disadvantage of closed-ended questions
are that they can suggest ideas and responses that the respondent would otherwise not have, respondents
may be disappointed that their desired answer is not a choice, misinterpretations of the questions go

unnoticed, and these questions may force respondents to give simplistic responses to complex issues.

In this research study there were a total of 4 open questions. These can be identified as follows:
Section A — Questions 2, 3, 4, and 5.

# Multiple choice questions,

These types of questions only have two possible responses, for example, ‘Yes/No® or ‘Feel that way/Do not
feel that way’. De Vos et al. (2005:175) argue that these kinds of questions must be kept to a minimum, as
they lengthen the questionnaire greatly as follow up questions further exploring the both responses are
required.

In this research study there were a total of 10 open questions. These can be identified as follows:
Section B — Questions 1, 2, 3, 6, 8, 9, 10, 11, 12, and 14.

e Multiple choice questions,

In these types of questions, three or more response options are offered with the *no’ or ‘not applicable’
option of the dichotomous question as one of possible responses. Snyman (1984:90) argues that this type
of question is usually used to gain information that can logically be divided into hard and fast categories,

the more categories provided, the finer the differences that can be observed.

In this research study there was a total of 1 open question. These can be identified as follows:

Section B — Questions 13.
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® Ordinal questions,

This type of question is used to assipn values to 2 ser  of aspects by placing them in a certain order (i.e.
order of importance, urgency or seriousness). De Vos et al. (2005:175) maintain that respondents usually
do not have a problem in determining the highest and lowest priorities, but often struggle with the

arrangement of the in-between priorities.

In this research study there were a total of 3 open questions. These can be identified as follows:
Section B - Questions 16, 18, and 19.

¢ Completion questio

This is a type of open question used to collect data about which toc iy possible response options exist to
classify them meaningfully (Do Vos et al., 2005:176),

In this research study there were a total of 3 open questions. These can be identified as follows:
Section A — Questions 4, 5, and
Section B — Questions 3,

® Scaled questions,

This is a type of multiple choice questions, where response categories are designed in such a way that
respondents mark a certain point on a scale. This type of question is useful in obtaining information about
non-exact and more subjective aspects {i.c. degree of satisfaction about a certain service at a service centre
for the aged (De Vos ef al., 2005:177).

In this research study there were a total of 24 open questions. These can be identified as follows:
Section C — Questions 119, and
Section D — Questions 1 — 5.

¢ Follow-up questions.

These questions are formulated to obtain more information about a response to a previous question: it

should have a funnel-like effect and should lead to more in-depth knowledge and to finer detail surrounding
a specific topic (Snyman, 1984:92).
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In this research study there were a total of 22 open questions. i‘hese can be identified as follows:
Section B — Questions 5, 9, 10, 11, 12, 15, 17, 20,
Section C — End,
Section D — Questions 1 -5,
Section E — Questions 1 -4, and
Section F — Questions 1 - 4.

In conclusion, it is important for the researcher to plan the questionnaire type questions carefully, and to
use as many of the above-mentioned question types in order to obtain as much information as possible

without jeopardising the return response rate of the questionnaire.

In this research study a variety of questions types were used in the questionnaire, these were as follows:
Open questions, closed questions, multiple choice questions, Ordinal questions, Completion questions,

Follow-up questions, and Scaled questions.
5.7.2, ADVANTAGES OF A QUESTIONNAIRE

An important advantage of a questionnaire is that it enables the researcher to collect large quantities of data
in a relatively short period of time, the researcher does not need to be physically present at the time the
information is supplied, in addition, if the questionnaire is sent via regular mail or through the Internet, data
is also collected from respondents in distant places. Thomas (2003:69) maintains that furthermore a wide-
variety of information can be collected from respondents, especially if questions are multiple-choice type

that allows people to express their opinion by simply marking one or more items on the list of options.

Another advantage of the questionnaire is that respondents also have more time to think about the answers
they are providing to the questions asked, and they answer the questionnaire in the privacy of their homes

in a relaxed and quiet manner with no researcher rushing them on.

The costs involved in the mailed questionnaire are relatively low, De Vos ef al. (2005:167) maintains that
the respondents enjoy a high degree of freedom in completing the questionnaire and the information
obtained form a large number of respondents within a brief period of time has not been ‘contaminated’ or

influenced by the fieldworker or researcher.
In conclusion, the questionnaire can be seen as a measurement instrument that can be used when the sample

population of the research study is very large, it can be a relatively inexpensive method of data collection if
the correct method of distribution is utilised (Internet), a wide variety of information can be extracted using
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5,7.5. FINALISING THE QUESTIONNAIRE

A draft questionnaire was discussed with Prof F. Venter of the North-Wes University, in order to obtain an
expert opinion on the content of the questionnaire from Prof F. Venter. The format and content of the

questionnaire was approved by Prof Venter after which a pilot study of the questionnaire was launched.

The pilot study involved the circulation of the guestionnaire to fifieen (15) individual academic staff
members from the institutions included in the aple. The respondents were asked to comment on the
clarity, or otherwise of the questions. Its conter were specifically evaluated in terms of non-ambignity,

relevance, general validity and interpretation.

The results from the pilot study were examined and the questionnaire was adopted. The vague or unclear
questions were restructured to eliminate any problems. This does no!  ean, therefore, that there w  no
chance that some q dons could cause any problems. According to Sudman and Blair (1998:300),
questionnaires need to be tested inor  to identify and eliminate problems that might occur.

5.8. DATA PROCESSING AND ANALYSIS

An inc  endent research statistician, Dr. Jacques Raubenheimer, Research consultant in Bloemfontein,
Free State was consulted regarding various aspects relating to the responses from the relevant research
questionnaire. Calculations were made in order for the researcher to check the reliability of the data

analysed,

After the researcher has ensured that the relevant data has been cor  tly coded and entered, as described
by Bennett (1997:44), he must then decide on an appropriate computer programme in order to analyse the
data obtained. The following programmes were considered and used: All the statistical analyses were
computed using the SAS software (SAS Institute, 2003).

5.9. ETHICAL ISSUES TO CONSIDER

Any researcher involved in a research study has an ethical obligation to the research subject, colleagues and
to the research community. Ethical issues arise from the interaction with people, other beings (such as
animals), and the environment, especially where there is a potential for (or is) a conflict of interests,
Babbie and Mouton (2006:521) maintains that the right thing to do is not always seif-evident. What is right
for one person may not be right for another. The researcher has a right to do research on a specific topic or
project, but not at the expense . .he rights of other  lividuals or society. Ethics is defined as conforming
to the standards of conduct of a given pro  iion or group, and although it may frustrate those in search of
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moral absolutes, what is regarded as moral and ethical is generally a matter of agreement amongst the
members of a group.

De Vos ef al. (2005:56) maintain that until recently professional ethics and conduct have mostly been
ignored, but recently recognition and handling of ethical issues have been deemed as essential if successful
research and practice are goals. Researchers have two basic categories of ethical responsibilities:
responsibility to the humans and non-humans that participate in the project; and a responsibility to the

——distipline of stience, to be accurate and honest in the reporting of their research (Gravetter and Forzano,
2003:60).

When conducting a research study, the use of human subjects is quite common. Whenever  1an beings
arc the focus of a research study, Leedy and Ormrod (2005:101) strongly point out that the ethical
implications what is being done or proposed to do must be examined. Most of the ethical issues in research
can be classified as falling into one of the following four categories: protection from harm, informed
consent, right to privacy, and honesty with professional colleagues. These four categories are summarised

as follows:

e Protection from harm

Leedy and Ormrod (2005:101) strongly emphasise that the researcher shouid not expose the research
participant to undue physical or psychological harm. The risks to the participant of participating in the
research study should not be greater than the normal risks of day-to-day living. Participants should not be
at risk of losing life or limb, nor should they be subjected to undue stress, embarrassment, or loss of self-

esteem.

It is thus important to realise that the plysical and emotional safety of the participant should be a priority to
the researcher conducting the research study. Possible harm to the participant should not be rationalised by
saying that the research study might benefit them in some other way. A researcher is ethically obliged to
change the nature of the research rather than exposing the respondents to the faintest possibility of physical

and/or emotional harm of which the researcher may be aware.
While conducting this research study the researcher ensured that no harm either through undue

stress, embarrassment, or loss of self-esteermn came to either the researcher or the respondents to the

questionnaires.
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® Honesty with professional colleagues

The researcher’s findings must be reported in a complete and honest fashion, without misrepresenting what
they have done or intentionally mislead others about the nature of their findings. A researcher should,
under no circumstance, make up data to support a partcular conclusion no matter how seemingly
‘rightecus’ that conclusion may be. Leedy and Ormrod (2005:102) continue that the use of any other
person’s ideas or words demand full acknowledgement: otherwise, it constitutes plagiarism and
documentary theft. Full acknowledgement of all material belonging to other researchers or persons is
mandatory.

A researcher has a certain obligation to their subjects (participants), but the researcher also has obligations
toward colleagues in the scientific community. The report submitted to the scientific community should
accurately represent the true and complete findings of the research study, any acknowledgements to
participants to the study should be defined and a statement about the rejection of any form of plagiarism is
mandatory.

In this research study honesty with professional colleagues was maintained by the researcher giving
full acknowledgement when another person’s ideas or words were used. The Harvard reference

method was used throughout the research study.

In conclusion, ethics and ethical issues within research can cause much harm if not correctly applied. The
researcher must ensure at all times that his’her ethical behaviour is of such a nature that personal integrity

or professionalism of the researcher’s part is not compromised.

5.10. SUMMARY

In this chapter the research design and methodology for this research study, the sampling procedure and the
research instrument and the measurement process were reviewed. The research design outlines the various
steps that were taken in this research study. Measurement of reliability and validity of the research study

was discussed,

This research study was classified as:
s  Empirical studies,
e Using Primary data, and

e  Where both numeric and textual data was used.
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In response to the open ended question where respondents were asked to motivate their answers, the

responses were recorded in Table 6.3. (page 188):

Table 6.3: Open ended question — would overall performance improve if actual results discussed?

Probably

Yes. feedback provides an imporiam understanding of aicas (hat can improve and motivates staff to

improve them 17
They know me very well 1
We set our own goals l
We sit and work out a development plan for each year 1
The actual results are discussed after the process has been finalised and not before 1
My performance as an academic staff member should speak for itself 1
Yes, only if mistakes are corrected 4

The first year evaluation was discussed, but never again

Possibly. but I do not know what happens afier the performance appraisal process

Yes. feedback provides an important understanding of areas that can improve and motivates staff to
improve them

Yes, | have a good relationship with my programme head
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6.8.2.1. HOW EFFECTIVE HAS PERFORMANCE MANAGEMENT//

i

IDEN" <YING YOUR DEVELOPMENTAL AND TRAINING NEEDS? [i.e. need for computer

training course, etc.|, Table 6.19 (page 204).

Table 6.19: How effective has Performance Management/Appraisal been at identifying your

developmental and training needs?

It focuses only on hours spend on teaching, preparation and research and does not measure all ~~~-

It identifies areas in which developme-* ~= *=~i=ien ~m2 needed

1 have never been in a situation where it has been applied

[t has been helpful. especially regarding the =~+wre of my PhD studies

State clearly where my weaknesses and strong pri=* are

It is ineffective

It is only a paper exercise. No matter what you fill in or request, there is never money to do what
you feel is necessary

It is a personal decision

No feedback received

| It is a very basic process. No rewards are given except for pension fund.

6.8.2.2. HOW EFFECTIVE HAS PERFORMANCE MANAGEMENT/APPRAISAL BEEN IN
1 VELOPING YOUR SKILLS AND COMPETENCIES? [i.e. attendance of workshops- and

conferences on subject field etc.|, Table 6.20 (page 204).

Table 6.20: How effective has Performance Management/Appraisal been in developing vour skills

and competencies?

I have no time to attend workshops

Areas in which skills and training are required are identified during the process

Networking, communications with others in the field

It is either ineffective or not done regularly enough

It is a matter of personal choice - | decide which areas need to be improved

Gives me a competitive edge abave others

Personnel are evaluated and rating according to the number of workshops and conferences attended

I have presented workshops and address teachers with confidence

I have been given opportunity to attend conferences even though I did not present a paper and have
learned a lot .

It is either ineffective or not done regularly enough, I have received no feedback.

























In the follow up question, respendents were asked whether attention should be given to the Balanced

Scorecard as a Management Accounting tool to measure the viability of Performance Management/

Appraisal for the academia in Higher Education Institutions. and Table 27 {page 212) summarises the most

frequently obtained observations as follows:

Table 6.27: Should attention be given to the Balanced Scorecard as a Management Accounting tool to

measure the viability of Performance Management/Appraisal for the academia in Higher Education

Institutions? Please comment on your answer

The objectives on calculating performance should be clearly stated

Maybe. but I'm not [00% sure how it works

Although "accounting tool" is a financial aspect, the four perspectives are integrated to reach oveiail
financial objectives as weli

It is a useful tool. why r~* "1se i+

3]

It would be a vast improvement on what exists at present. should the pt‘?&)mb implementing it have
any idea of how it could be done properly.

Can be used as a control system. Can set standards to measure the end results against a measure to
take corrective action - implement plans of action - feedback

[e)

There will be a lot of resistance

The process cannot be objective, there are too many variables. In higher education it is sometimes
impossible to measure performance

Definite training in the use of it. Could provide a more motivated academic unit

It is a helpful tool to ensure the effective achievement of the institutions objectives

The old saying that one cannot compare applies to pears goes a long wa

If explained at induction and gradually implemented. it could be quite an eye-opener

It has been successful in other work environments

It is most required

—_

6.10. SECTION F - STRENGTHS AND WEAKNESSES IN PERFORMANCE MANAGEMENT

in this section respondents were asked their opinion on the current Performance Management System as it

apples to them in their various institutions. There were four questions, and they were all open ended where

the respondents” opinion was required.

(S
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6.10.1. WHAT. IN YOUR OPINION, ARE THE STRENGTHS THAT CAN BE IDENTIFIED IN
THE CURRENT PERFORMANCE MANAGEMENT SYSTEM FOR ACADEMIA OF YOUR

INSTITUTION?

Table 6.28 (page 213) captured the answers to this question asked concerning the strengths in the current

Performance Management System as follows:

Table 6.28: Strengths in the current Performance Management System for academia in your

institution

It does not s»*~~<ed in imp-~~+ing performance

It is easy to unuerstand, appry and use. It can lead to performan  improvement if it is correctly
administered.

It can lead to performance improvement if it is correctly administered

[g%]

It contributes to further studies

Motivational

It can lead to performance improvement if it is correctly administered, unbiased and applicable to ali
staff

Evaluation must be done 2 times a year. good performance must be ackno*'~--ed

It helps identify and streamline goals and performance

It can lead to performance improver~==* if it is correctly administered. Offers motivation

A proper procedure for Performance Management/Appraisal must be developed and implemented

Promations and development. Financial incent™ -+ and acknowledgments

No strong points

It can lead to performance improvement if it is correctly administered.

It allows vou to get some inputs from the students on your performance and allows you w set
objectives

Training and development needs are identified

The system lost its credibility, e.g. students play a role but their contribution on the form developed
is inaccurate and sometimes it is evident that they do not know what they are writing

System is not effective

fncentives

It i= ~hjective and is able to measure all performance sta=4~=7~ accu=~*~'-

The staft are evaluated

The system has been in place for many years aud it works. Academic staff are familiar with the
system

[t is easy to understand. apply and use

PMS should be done on a regular basis with all parties present. Students should be given the
opportunity to express their satisfaction and dissatisfaction

























7.234. PERFORMANCE MANAGEMENT AS APPLIED TO THE RESPONDENTS

When asked whether the participants understood the Performance Management process being applied to
them only 53 % understood, while 47 % did not understand the process.

7.2.3.5. EXPLANATION OF THE PERFORMANCE MANAGEMENT PROCESS

The answers received to this statement correlate with the response to the previous question. Only 51 % of
respondents have had the Performance Management process explained to them {correlating with the fact
that about 53 % of respondents understand the system), while 49 % of respondents indicated that no-one
had ever cxplained the process to thern (hence the fact that 47 % of respondents do not understand the

Process).

In response to the follow-up question, 14 respondents replied that their dean, program head or supervisor
had explained the process, while several respondents agreed that the explanation of the system was done at
the time of induction, or explained during the attendance of a workshop.

7.2.3.6. MEETING WITH SUPERVISOR PRIOR TO PERFORMANCE MANAGEMENT
Respondents overwhelmingly answered negative in this question.

7.23.7. FOLLOW UP - HOW MANY DAYS

The majority of respondents who answered positively to the previous question indicated that they met with
their supervisors at least 1 day prior to the Performance Management exercise. One respondent indicated
that he/she meets with the supervisor 30 days prior to the Performance Management exercise.

7.23.8. FEEDBACK FROM PERFORMANCE MANAGEMENT PROCESS

When respondents were asked whether they receive feedback on their performance after the process has

been finalised, an overwhelming 60 % of respondents indicated that they do NC. get any form of
feedback.
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7.23.9. WOULD PERFORMANCE IMPROVE IF DISCUSSIONS TOOK PLACE BETWEEN
PARTIES?

The vast response to this question indicated that 95 % of the respondents indicated that performance would

be improved if the respondents were able to discuss the results with their supervisor.

In the follow-up question, 17 respondents strongly felt that feedback provides an important understanding
of areas that can irnprove and motivate staff to better themselves.

7.23.10. PERFORMANCE BEING ASSESSED OBJECTIVELY?

The respense to this question indicated that 65 % of respondents felt that their performance was not being
assessed objectively. They felt that the process was too subjective, biased, often done in a hurry (for the

sake of getting it done), one respondent referred to the process as a ‘book of lies’.
7.23.11. CAN PERFORMANCE BE QUANTIFIED?

The response to this question indicated that an overwhelming majority of 71 % expressed their opinion that
performance can be quantified. Only 29 % indicated to the contrary.

In the follow-up question 17 respondents indicated that key performance indicators can be quantified if
there are measurable objectives and goals. Other respondents indicated that quantification could be

achieved based on students pass rates.

7.23.12. DOES PERFORMANCE OF ACADEMIC STAFF IMPACT ON PERFORMANCE OF
THE ORGANISATION?

In this question respondents agreed that the performance of academic staff impacts on the performance of

the organisation. In the follow-up question 21 respondents indicated that acadernic staff is the core of the

business.
7.23.13. PERCEPTIONS ON MANAGEMENT OF PERFORMANCE
Respondents answered that the ‘attainment of required results’ was, their perception of management of

performance, The ‘gaining of skills/competencies’ was rated as the second most important aspect to be

included under the respondents perception of the management of ferformance.
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7.2.3.14, SHOULD REMUNERATION BE LINKED TO PERFORMANCE

The response to this question was an overwhelming 91.2 % in favour that remuneration should be linked to

performance.

7.2.3.15. FOLLOW-UP QUESTION

Respondents indicated that incentives and recognition served as the biggest reward and it serves to increase

motivation.

7.2.3.16. SHOULD REMUNERATION BE LINKED TO PERFORMANCE OF INDIVIDUAL OR
TEAM OR ORGANISATION?

‘Remuneration should be linked to INDIVIDUAL performance’, this was the response of the majority of
the respondents. Team/ proup work was rated as the second preferred link to remuneration.

7.23.17. FOLLOW UP QUESTION

In answer to the follow-up question 15 respondents indicated that not everyone is a team player, some
people prefer to work on an individual bases. Other responses captured indicated that academia is
interdependent on each other, while 10 respondents answered that it depended on whether the objective was

team- or individually based.

7.2.3.18. WEIGH ...\G OF REMUNERATION LINKED TO INDIVIDUAL OR TEAM OR
ORGANISATION PERFORMANCE?

Responses to this question indicated 1” : the overwhelming majority preferred that remuneration be linked
to individual performance, while team/group came in second position, and the whole organisation being
rated in third place.

7.2.3.19. MOST APPROPRIATE TYPES OF PERFORMANCE-BASED REMUNERATION
ITEMS

This question confirmed that respondents preferred to receive merit increases based on their performance,
while receiving a performance bonus was rated as the second preferred performance-based remuneration

item.
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My manager/supervisor and I agree on my goals/objectives — 77 % of respondents agree with their

managers/supervisors on their goals and objectives.

My goals/objectives are unrealistic or unattainable — 82 % of respondents disagree with the statement,
thus indicating that their goals are realistic & attainable.

I can rely on assistance from my manager/supervisor in achieving my goals/objectives — 80 % of the

respondents agreed that they can rely on their superiors in achieving their goals/objectives.

I regularly (once per term) receive feedback on my perfc ance throughout the year from my
manager/supervisor — 13 % of respondents agreed that they get feedback; the remaining respondents
do get feedback, thus leading to feelings on helplessness and frustration.

My goals/objectives are measurable — here 61 Y agreed that their goals were measurable.

My manager/supervisor knows what assistance I need to achieve my goals/objectives — 78 % agreed

that their supervisors know what they need in order to achieve their goals.

I do not imow how I am doing in my job — 63 % responded that they do not know how they are doing
in their current jobs; the main cause of this high negative response can be the lack of feedback given

after the evaluation process has taken place.

My performance is evaluasted fairly against the goals/objectives, agreed on in advance — 74 % of the
respondents disagreed with this statement, indicating unhappiness with the Performance Management

System. Their performance is thus measured against criteria that were not agreed upon in advance.

The performance appraisals are too subjective — 52 % of respondents agreed that performance

appraisal was too subjective.

The Performance Management process helps me to identify opportunities for further development and
personal career growth — 57 % of respondents disagreed with this statement, this indicates that the
present system of Performance Management does not identify opportunities for further development
and career growth.
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I do not see how the goals/objectives I have to reach link to the organisation’s mission and vision —
54 % of respondents do not see how their individual goals link into the organisation’s mission and

vision.

The performance feedback I receive is accurate — 65 % of respondents disagreed with this statement,
strongly indicating that if they do receive feedback, it is not accurate.

My managers/supervisors are strongly committed to Performance Management - ' % of respondents
indicated that they agreed with the statement, indicating that managers/supervisors ate committed to

Performance Management.

Manager/supervisor receives trained to assess employee’s performance — 67 % of respondents
disagreed with this statement, thus doubting the ability of their managers/supervisory in managing

performance.

We have clear reasons for having Performance Management in our institution — 57 % of respondents
g g Sp

disagreed with this statement.

Staff in this institution is in no doubt that performance is what matters — 68 % of respondents
disagreed with this statement, indicating that staff are in doubt about performance being important at
their institution.

We have a clear idea of what support Performance Management requires — An astounding 82 % of
respondents disagree with the statement indicating that they do not have a clear idea of what support is
necessary for Performance Management to be executed effectively.

The current Performance Management process helps to improve performance — T3 % of respondents
disagree with this statement, thus leading to the conclusion that Performance Management does not

help to improve performance.

In conclusion to this section, it becomes evident from the above responses that respondents are not

entirely content with their Performance Management System. The last statement captures an important

response; currently the Performance Management System being appli  at the various institutions does not

help improve performance.

It is also evident from the responses above that the supervisor/manager plays an important role in the

Performance Management process. Supervisors/managers need proper training to assist them in managing
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the process, goals and objectives need to be discussed with staff members prior to the Performance

Management process and after the Performance Management process in the form of feedback.

~~ 5. SECTION D - EFFECTIVENESS OF PERFORMANCE MANAGEMENT/APPRAISAL

The responses to the statements made are summarised as follows:

e How effective has Performance Management/Appraisal be  at identifying your developmental and
training needs? [ie. need for computer training course, etc.] — 60 % of respondents stated that
Performance Management bad been ineffective at identifying their developmental and traini:  needs.

e How effective has Performance Management/Appraisal been in developing your skills and
competencies? [ie. attendance of workshops- and conferences on subject field etc.] — 59 % of
respondents maintained that Performance Management has been ineffective in developing their skills
and competencies.

e How effective has Performance Management/Appraisal been in furthering your current qualification?
[completion of studies erc.] — 61 % of respondents stated that Performance Management has been

ineffective in furthering their current qualifications.

*  How effective has Performance Management/Appraisal been in improving your research outputs? [i.e.
obtaining further gualifications, publishing articles etc.] — 68 % of respondents maintained that

Performance Management has been ineffective at improving their research outputs.

e How effective has Performance Management/Appraisal been in motivating you to improve your overall
performance? — 65 % of respondents maintained that Performance Management has been ineffective

in motivating them to improve their overall performance.

In conclusion to this section it is apparent from the overwhelming responses of ‘ineffective’ to all of the
above statements, that the Performance Management System being applied, at the various institutions, are

not meeting the following needs:

- development and training needs,
- developing skills and competencies,
- furthering current qualifications,
- improvi-- research ovits, and

- motivating staff to improve overall performance.
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7.2.6. SECTION E - MANAGEMENT ACCOUNTING AND THE BALANCED SCORECARD AS
Al __FORMANCE MANAGEMENT TOOL

7.2.6.1. HAVE YOU EVER HEARD OF THE BALANCED SCORECARD? IF SO, PLEASE
RELATE IN WHICH CONTEXT.

Respondent’s answers to this question were evenly spread, 52 % answered yes, while 48 % answered no.
Several respondents mentioned that they had encountered the Balanced Scorecard in their previous working
environment, while others mentioned encountering it in the literature or in their own studies. Some
respondent’s indicated that they use the Balanced Scorecard in their lectures, while others mentioned
hearing about it at a workshop.

7.2.6.2. HAVE YOU EVER HEARD OF THE BALANCED SCORECARD BEING APPLIED TO
PERFORMANCE MANAGEMENT? IF S0, PLEASE RELATE IN WHICH CONTEXT

Here only 29 % of the respondents indicated ever hearing about the Balanced Scorecard being applied to
Performance Management. Comments to this statement included that respondents had seen it being applied
to their previous work environment; others mentioned that it was applied in a management context, while

others added that from researching the literature it was possible to apply it to Higher Education Institutions.

7.2.63. DO YOU THINK THAT THE BALANCED SCORECARD CAN BE SUCESSFULLY
ADAPTED TO PERFC..AANCE MANAGEMENT/APPRAISAL IN AN ACADEMIC
INSTITUTION? PLEASE COMMENT ON YOUR ANSWER.

The response to this question was that 63 % of respondents agreed that the Balanced Scorecard could be
applied successfully to Performance Management in an academic institution. Positive comments were
received, a few respondents agreed that the Balanced Scorecard needs to be contextualised and then it can
be adapted by their institution.

7.2.64. SHOULD ATTENTION BE GIVEN TO THE BALANCED SCORECARD AS A
MANAGEMENT ACCOUNTING TOOL TO MEASURE THE VIABILITY OF PERFORMANCE
MANAGEMENT/APPRAISALL. FOR THE ACADEMIA IN HIGHER EDUCATION
INSTITUTIONS? PLEASE COMMENT ON YOUR ANSWER.

The response to this question was an overwhelming 82 % of respondents agreed that attention should be

given to the Balanced Scorecard as a Management Accounting tool for Performance Management in an

acadernic institution. This overwhelming response indicates that the Balanced Scorecard has triggered

228



some thought amongst the respondents and in their search for an alternative Performance Management
System, the Balanced Scorecard can be viewed as an option. Several: ondents mentioned that it would
be a vast improvement on the system they have currently at their institutions.

In conclusion to this section it can be stated that the Balanced Scorecard is a relatively new concept, not
many academics are familiar with this Management Accounting tool, and very few have hear of it being
applied to the Performance Management of academic staff.

There is, however, overwhelming interest in the Balanced Scorecard being used in Performance
Management, respondents are also of the opinion that the Balanced Scorecard can be successfully applied
in the Performance Management of academic staff. There is tremendous support for the idea that the
attention should be given to the Balanced Scorecard as a Management Accounting tool to measure the
viability of Performance Management.

7.2.7. SECTION F — STRENGTHS AND WEAKNESSES IN PERFORMANCE MANAGEMENT

7.2.7.1. WHAT, IN YOUR OPINION, ARE THE STRENTH THAT CAN BE IDENTIFIED IN THE
CURRENT PERFORMANCE MANAGEMENT SYSTEM FOR ACADEMIA OF YOUR
INSTITUTION?

Several different responses were obtained from this question. The system was described as easy to
understand, apply and use. It can lead to performance improvement and motivation to continue improving,
if it is applied correctly. It allows student inputs on the academic staff’s performance and allows objectives

to be set.

Training and developmental needs can be identified, and should be done on a regular basis where all parties

and present and involved in the process.

7.2.7.2. WHAT, IN YOUR OPINION, ARE THE WEAKNESSES THAT CAN BE IDENTIFIED IN
THE CURRENT PERFORMANCE MANAGEMENT SYSTEM FOR ACADEMIA OF YOUR
INSTITUTION?

The biggest concern was that no incentives are offered, it was mentioned that only research output is
rewarded. It was stated to be time consuming, subjective, vague, the system is not credible; the forms used
by students to evaluate staff are too long and can be confusing to students. The system is not taken

seriously, while all levels of st ~ wre evaluated us™ | the same set of documents.
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respondents were required to motivate or comment on their responses. The aim of the chapter was the

gathering of informanon to enable conclusions to be made based on research findings.

7.3.2. ACHTIEVEMENT OF THE RESEARCH OBJECTIVE

In the Chapter 1 we identified specific objectives for the research study. After having processed the
relevant information through the literature review in Chapters 2 — 4, and an empirical research, the
findings of which were highlighted in Chapter 6, we can now determine how the objectives have been met.

7.3.2.1. MAIN OBJECTIVE

The main objective of this study was to ascertain whether; using Management Accounting as 2 tool, the
viability of Performance Management for the academia in Higher Education in South Africa can be

determined.

The overall result from the questionnaire clearly indicated that academic staff is not satisfied with the
Performance Management being applied to them currently. The response to SECTION D -
EFFECTIVENESS OF PERFORMANCE MANAGEMENT/APPRAISAL (page 227) clearly
indicated that academia is unsatisfied with the Performance Management as being applied to them. The

conclusion drawn is that the Performance Management System being applied currently is ineffective,

The main objective of this study has been achieved when we review the results of SECTION E —
MANAGEMENT ACCOUNTING AND THE BALANCED SCORECARD AS A PERFORMANCE
MANAGEMENT TOOL (page 228).

The response to this section of the questionnatre clearly indicated that while half (52%) of the respondents
had heard of the Balanced Scorecard, and while only about 30 % had heard of the Balanced Scorecard
being applied to Higher Education, 63 % of respondents thought that the Balanced Scorecard, a
Management Accounting took, could be adapted to suit the needs of Higher Education Institutions.

The response to the statement made in 7.2.6.4. (page 228) where respondents were asked ‘SHOULD
ATTENTION BE GIVEN 710 THE BALANCED SCORECARD AS A MANAGEMENT
ACCOUNTING TOOL TO MEASURE THE VIABILITY OF PERFORMANCE MANAGEMENT/
APPRAISAL FOR THE ACADEMIA IN HIGHER EDUCATION INSTITUTIONS?’ answered our

research ‘on and therefore achieved the main aim of this study.
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An overwhelming 82 % of respondents agreed that attention should be given to the Balanced Scorecard as
a Management Accounting tool for Performance Management in an academic institution. This
overwhelming response indicates that the Balanced Scorecard has triggered some thought amongst the
respondents and in their search for an altemative Performance Management System, the BSC can be
viewed as an option. Several respondents added that it would be a vast improvement on the system they
have currently at their institutions.

In conclusion it can be stated that the main objective of this study has been achieved. A Mapagement
Accounting tool, namely the Balanced Scorecard, can be viewed as a tool to measure the viability of
Performance Management as applied to the academia of Higher Education Institutions.

7.3.2.2. SECONDARY OBJECTIVE

Four secondary objectives were set at the beginning of this study as being important to support the
achievement of the primary objective:

The first secondary objective was to review of Performance Management Systems. This was achieved to
the intense and rigorous literature review conducted in Chapter 2. A detailed analysis of the fundamentals

of Performance Management was conduced. Therefore, the first secondary objective was achieved.

The second secondary objective required that a comprehensive study of Performance Management Systerms
for academia in South Africa be undertaken. The third secondary objective of this study was to review and
discuss the impact of Performance Management on academic staff performance, and staff development.
Within the pages of Chapter 3 Performance Management of academic staff in Higher Education
Institutions was investigated. A brief historic background into Higher Education was sketched while some

detail into Performance Management development in African Higher Education Institutions was given.

The role of Performance Management in higher education, staff development as an element of Performance
Management in higher education, the nature of academic work in higher education (job descriptions, and
academic workload - key performance indicators) were discussed in-depth. Performance Management as

applied to the Central University of Technology, Free State was also discussed.

The second and third secondary objectives were also achieved in light of the detailed literature review
supplied by Chapter 3.

The last secondary objective required that an investigation into the Balanced Scorecard as a Management
Accounting tool be conducted. This aim was achieved in Chapter 4 where the Balanced Scorecard was

discussed in detail. All the aspects of the Balanced Scorecard were discusses — traditional Management
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Accounting was discussed, and then the Balanced Scorecard was proposed as an alternative to the shortfalls
of traditional Management Accounting.

The origins of the Balanced Scorecard were skeiched, while the four perspectives of the Scorecard
(financial, customer, internal business process, and the leaming and growth perspectives) were
meticulously discussed. The advantages and disadvantages were put forward, and the link between
Performance Management and the Balanced Scorecard in a Higher Educational environment were

discussed. Through the completion of Chapter four, the last secondary objective was achieved.

The final conclusion that can be drawn from this study is that the Balanced Scorecard can be successfully
used as a Management Accounting tool to apply Performance Management on the academia of Higher
Education Institutions.

The goals and objectives academia must achieve with their various workloads, together with the
performance agreement that each academic staff member s into, can be translated to fit into the four
perspectives of the Balanced Scorecard, in addition other areas of possible development and training can be
identified. The goals and objectives of each institution, as it applies to the individual staff member can also
be included in the Balanced Scorecard.

At the end of a certain period (i.e. academic year), the Balanced Scorecard is reviewed and the performance
of each staff member is evaluated based on the goals and objectives as set out. Corrective action can then
be taken, training and developmental needs can be identified and the necessary remuneration and incentive

packages can be finalised.

7.4. OPPORTUNITIES FOR FURT R RESEARCH

This research study created opportunities for further and future research. The Balanced Scorecard was
identified as a Management Accounting tool that can be used to measure Performance Management of

academic staff in Higher Education Institutions. Further research can now be conducted into the possibility
of implementing the Balanced Scorecard, as part of a pilot study, in a Higher Education Institution.
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MEMORANDUM

To:  The L:xecutive Dean: Prof P. Lucouw
Faculty of Economic Sciences
North West University, Vanderbijlpark
From: Cristina Cunha
PhD student - North West University (Vaal Triangle Campus)
Department of Management Sciences, Vanderbijlpark
Date: 10 September 2007
Re:  REQUEST TO CIRCULATE A QUESTIONNAIRE TO THE ACADEMIC STAFF IN
YOUR FACULTY
Dear Sir

Fam a Philisophiae Doctor (PhD) student at the University of the North West, with my research title as

follows: ‘Management accounting as a tool to measure the viability of Performance Management

or the academia in Higher Education in South Africa’. As part of my research project, a
p ¥ proy

questionnaire has been formulated to collect the necessary data to validate my studies.

I hereby kindly request your permission to circulate a questionnaire to the academic staff in your

faculty. The questionnaire is intended to gather staff opinion on performance management, and will

only require a few minutes of their time to complete the questionnaire.

THE INFORMATION PROVIDED BY THE ACADEMIA WILL BE TREATED IN TOTAL
CONFIDENCE AND THE RESPONSES TO THE QUESTIONS WILL BE CONSIDERED
ANONYMOUS.

Your assistance in this matter will be highly appreciated.

Sincerely yours,

(ristina Cunha
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E MEMORANDUM

To:  The Executive Dean: Faculty of Management Sciences

Vaal University of Technology, Vanderbijlpark

From: Cristina Cunha
Phi) student - North West University (Vaal Triangle Campus})

Department of Management Sciences, Vanderbijlpark
Date: 22 August 2007

Re:  REQUEST TO CIRCULATE A QUESTIONNAIRE TO THE ACADEMIC STAFF IN
YOUR FACULTY

Dear Sir

I am a Philisophiae Doctor (PhD) student at the University of the North West, with my research title as
[ollows: "Management accounting as a tool fo measure the viability of Performance Management
for the academia in Higher Education in South Africa’. As part of my research project, a

questionnaire has been formulated to collect the necessary data to validate my studies.

I hereby kindly request your permission to circulate a questionnaire to the academic staff in your
taculty. The questionnaire is intended to gather staff opinion on performance management, and will

only require a few minutes of their time to complete the questionnaire.

THE INFORMATION PROVIDED BY THE ACADEMIA WILL BE TREATED IN TOTAL
CONFIDENCE AND THE RESPONSES TO THE QUESTIONS WILL BE CONSIDERED
ANONYMOUS.

Your assistance in this matter will be highly appreciated.
Sincerely yours,

Cristina Cunha
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MEMORANDUM

To: Academic staff members

From: Cristina Cunha
PPhID student — North West University (Vaal Triangle Campus)

Department of Management Sciences, Vanderbijlpark
Date: 17 August 2007

Re: REQUEST TO CIRCULATE A QUESTIONNAIRE TO THE ACADEMIC STAFF
IN YOUR FACULTY

Dear SirfMadam

I am currently a Philisophiac Doctor (PhD) student at the University of the North West, and my
dissertation deals with performance management of academic staff in Higher Education institutions.
My research title is as follows: ‘Management accounting as a tool to measure the viability of
Performance Management for the academia in Higher Education in South Africa’. As part of my
research project, | need to collect information from the academia in order to validate my studies;
therefore a questionnaire has been formulated to collect the necessary data. The successful completion
of my rescarch study requires your assistance — a few minutes of your time to complete the attached

questionnaire is all that 1 ask.

The answering of this questionnaire should take you between 25 and 30 minutes and the outcome of
this research study will be invaluable for future performance management systems whereby academia

can benefit. The information that you will provide will be treated in TOTAL_CONFIDENCE and

your respanses to the questions will be considered ANONYMOUS.

Thank you for the courtesy of your assistance.

Sincerely yours,

Cristina Cunha
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INTRODUCTION

» Orming  opinions about people is an action which occurs almost
unconsciously in our daily lives. We are constantly evaluating people; and
this is also true in the case of the work situation.

In the evaluation of personnel in the workplace, an endeavour is made to
determine the weak and strong points in a personnel member's accoutrement,
in order thus to ensure that the person is employed and utilised to the greatest
advantage of the institution and to the satisfaction of the worker's
expectations. At the Central Unive. _ity of Technology, Free State, personnel
evaluation is not _.med at attempting to ascertain whether the person is
act Otable or unacceptable, nor will it lead to the dismissal of personnel
members. On the one hand, it is chiefly aimed at assisting management to
search for self-identified deficiencies which can be rectified, in collaboration
with the personnel member, as well as attempting to discover latent potential
for the possible development and utilisation thereof; i..d on the other hand, it
can also be used for performance evaluation.

THE AIM OF PERSONNEL EVALUATION AT Tho CENTRAL UNIVERSITY
OF TECHNOLOGY, FREE STATE

Evaluation for the sake of development:

Within the framework of performance management at the Central University of
Technology, Free State, personnel evaluation is, primarily, the integrated
preliminary stage of a system of academic per 1nel development,
entailing activities which

encourage and support academic personnel

towards

growth and development

through

planned changes

in

expertise,

skills,

~“*itudes,

career and/or

personal life

to the benefit of
276



2.2

3.1

the person himseif/herself,

hisfher students,

the institution and

the scientific nature of fields of study in general.

In the process of persannel evaluation, the personnel member's co-operation
is therefore a crucial factor in order to make an objective and reliable
assessment of his/her potential and requirements for development, so that, in
the light of the foregoing discussion, appropriate personnel development
actions can be initiated. Part of the evaluation process entails a performance
interview between the personnel member and a member of the middle-level
management, by means of which an attempt is made to objectively analyse
the self-identified weak and strong points in the accoutrement of the
personnel member by means of a confidential discussion.

Evaluation for the purposes of performance appraisal:

The ensuring of quality ptays a very important role in the management system
of an institution. Therefore, it is also necessary to assess the degree to which
a personnel member meets set standards, requirements and expectations.
The personnel evaluation process thus also serves a secondary purpose, viz.
that of performance appraisal. It can therefore also be of assistance when
compensation for good work must be considered, or when the possibility of
promotion must be examined.

EVALUATION SYSTEM
Core characteristics of the system

The system has been designed so as to enable personnel members to
evaluate, in collaboration with middle level management, the way in which
they have fulfilled the requirements of the post which they occupied during the
year in question or, in the case of new personnel members, the term in
question. The following categories are evaluated:

Category A: Personality traits

A1l. Disposition
A2: Interpersonal relationships

Category B: Focused work aspects

B1:.  Subject knowledge and preparatic..
B2:  Lecturing ability

B3: Examinir-

B4. Professional guidance

B5. Research
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3.2

3.3

Category C: Control and organisation
Category D: Administration
Category E: Evaluation by students

E1: The lecturer as a person
E2: The lecturer as an academic leader

This is a relatively simple system which can be applied in a uniform manner.
The evaluation is quantified by means of a formula, whereby a comparable
profile can be obtained, which can also be compared with that of later
evaluations. In this way, changes which are introduced in the course of time,
and/or owing to personnel development programmes, can be measured.

Criteria

Various criteria are used for the evaluation. Each criterion is defined and the
lecturer makes a choice on a five-point scale which ranges from 0-4. Such a
scale ensures that points are only allocated according to merit. Thus, if there
are no merits, 0 points will be earned. A factor weight is also linked to each
criterion, which states the relative importance of that activity (criterion) to other
activities in terms of a realistic ratio. For example: maintaining a high
standard of teaching for a year should carry a higher factor weight, as a
criterion, in relation to the criterion of a lecturer being a member of a team.

It may occur that the definition of a specific criterion does not precisely fit in
with the activities of the person being evaluated. In such a case, comments
may be provided on page 13 of the questionnaire for the purposes of
motivating why the criterion is not relevant. In this way, the criteria definitions
are not applied rigidly, but rather, flexibly and equitably.

Prerequisites

The success of the system depends on the people who use it. Honest
allocation of points by the personnel member as well as the evaluator and
continual consultation of this manual are essential.

The evaluation form is CONFIDENTIAL and serves as a basis for an
INTERVIEW between the personnel member and the head of department, so
that achievements as well as deficiencies can be discussed, in order to make
a JOINT decision on a development programme.

A space for comments concerning critical incidents influencing the number of
pointsallc af "~ hi beenint  lonp.- oftheq ionr re. This st
can be used to describe circumstances which can serve as motivation for
changes to the number of points originally allocated during the interview.
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3.4

Permanent personnel must complete the form at the end of each year and
new personnel, attt € i of each quarter. Sufficient tim __ st lol Ito
the interviews, so that the discussions can take place on an incisive and
relaxed basis.

Procedures which must be followed

STEP 1: EVALUATION BY STUDENTS: CATEGORY . OF SECTION B

The lecturer allows himself/herself to be evaluated by students by means of
the students’' evaluation form AA16. After the evaluation, he himself/ she
herself must work out the average points for each criterion (in respect of
sections A and B according to the students’ evaluation form) and must
transfer this average onto the personnel evaluation form, in the column for the
personnel member. When the completed personnel evaluation form is sent to
the head of the department, the students' evaluation forms must accompany
it. These students’ evaluation forms are returned to the lecturer when the
personnel evaluation form is submitted to the dean. .hey must also not be
sent together with the personne! evaluation form to the personnel
development officer (Step 8).

STEP 2: SECTION A

The personnel member completes this section himself/herself.

STEP 3: SECTION B: CATEGOR _35ATOD

Study the definitions of each criterion under point 4 of this manual
(DEFINITIONS OF CRITERIA) and write down the points which have been
decided on in the personnel member's column. Please note: The personnel
member does NOT have to carry out ANY CALCULATIONS at this point.

STEP 4: Submit the completed EVALUATION FORM (together with the

students’ evaluation forms referred to in ST._? 1) to the concerned
head of the department, but keep the manual for further use.

STEP 5: The head of the department allocates points to each criterion in the

same manner.

STEP 6: The head of the department conducts an interview with each personne!

member in his/her department. During this interview:

. all points in respect of which the head of the department differs
from the personnel member must be discussed, and comments
must kb furnished on p. 14 of the form {critic " incic nts);

. pages 15 and 16 must be comple 1 by the head of the
department;



. the personnel member and the head of the department must
sign the form on the last page.

STEP 7: If differences between the personnel member and the head of the
department cannot be re ived to their mutual satisfaction during their
interview, either of the parties may request an interview with the dean,
who will then act as arbitrator in settling the matter.

STEP 8: The completed and signed evaluation form is delivered via the dean to
the personnel development officer on the date(s) as determined in the
year programme.

STEP 9 The personnel development officer processes the particulars, submits
them to the vice-principal: academic, and thereafter provides feedback
to the dean and the head of the department conceming the compiled
personal, departmental and faculty profiles.

STEP 10:  Focused personnel development actions should occur in the respective
departments as a result hereof.

3.5 Calculation of the evaluation figure (ef) and the ratio thereof (%) to the

ide ¢« ndard

E = Agreed-on evaluation points

FW = Factor weight of criterion

TFW = Total of factor weights

cp = Calculated points, i. e. the value of the evaluation points (E X

FW)

TCP = Total of calculated points

Farmula for calculation:;

256 XTCP = Calculated figure {CF) as a % of the
TFW i al standard

(NB: This % must be transferred to page 14.)

4. DEFINITION OF CRITERIA IN SECTION B

For each criterion, possible answers are provided on a 5-point scale. Make a
choice from among these and transfer the selected number of points to the
concerned evaluation form.

CATEGORY A: PERSONALITY CHARACTERISTICS

(N. B.: These criteria ali have a bearing on the work situation and related matte. _.)

A1

DISPOSITION:






1.4

1.5

INVOLVEMEL.. IN FACULTY ACTIVITIES

(Activities which are relevant to your faculty and therefore also to yourself,
must be identified by you; a number of examples are provided.)

0

)

| never attend faculty activities such as beginning-of-term functions,
research discussion evenings, personnel functions, personnel
meetings, departmental meetings or even tea functions (or any other
faculty activities).

| occasionally attend activities such as the above, and do not submit
apologies for those not attended.

| occasionally attend some of the above activities, but always submit
apologies for activities not attended. )

| reguiarly attend all the activities which are directly relevant to me, but
do not attend other faculty activities in which | am not personally
involved. | also do not submit apologies for not attending them.

| requtarly attend all the activities which are directly relevant to me and,
as far as possible, all other faculty activities. If | am prevented by
circumstances from attending, | always convey my apologies.

INVOLVEMENT IN CUT ACTIVIT _3

(Activities which are relevant to your faculty and therefore also to yourself,
must be identified by you; a number of examples are provided.)

0

| never attend CUT activities such as diploma award ceremonies,
research discussions, student gatherings (e.g. sports meetings),
special meetings or other CUT functions (e. g. exhibitions) to which |
have been invited.

| occasionaily attend activities such as the above, and do not convey
apologies for activities not attended.

| occasionally attend some of the above activities, but always convey
apologies for activities not attended.

| regularly attend all the activities which are directly relevant to me,
though i do not attend other CUT activities in which | am not personally
involved. | aiso do not submit apologies for not attending them.

| regularly attend all the activities which are directly relevant to me and,

as far as possible, all other CUT activities. If | am prevented by
circumstant 3 from attending, I always convey my apologies.
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1.7

DISCRETION

0

My powers of judgement are always questioned by colleagues and
even students, with the result that 1 continually have to adapt to their
way of thinking.

| sometimes judge matters correctly, but the majority of my
opinions/decisions are questioned by colleagues and even students.

My judgements are generally accepted by my colieagues and students;
they are only questioned occasionally.

My judgements are always accepted by my colleagues and students;
though sometimes | have to motivate them strongly before they are
accepted.

My colleagues and students have so much confidence in my powers of
judgement that they often ask my opinion, which they subsequently
accept.

INITIATIVE

0

| accept the existing modus operandi and knowledge in respect of my
subject and my department as adequate and established; and never
attempt to suggest any amendments to them.

| sometimes try to begin something new in my own presentation of my
subject, though | am careful not to diverge from famifiar methods too
readily. in respect of the modus operandi in my department, however, |
never attempt to be the first to display initiative in respect of change.

| often try to establish new working methods in my subject field and
working conditions; and sometimes make suggestions concerning
matters which could also have a beneficial effect on my department.

I am continually on the lookout for any elements that are lacking in my
subject field, working conditions and/or department; | often make
suggestions on how to apply changes or try out new aspects; and often
take the initiative in actively carrying them out.

| keep abreast of new developments in all areas of my subject field and
working conditions, as well as new initiatives which coutd benefit my
faculty, department and/or even the CU. itself, and immediately take
the initiative in putting them into practice.

INTERPERSONAL RELATIONSHIPS



2.1

2.2

RELATIONSHIPS WITH COLLEAGUES

0

i experience no positive understanding with most of my colleagues; in
fact, they do not involve me in their discussions and activities -
whether work-oriented or social. | also do not purposefully reach out to
them, and rather keep to myself, so that | do not have to put up with
their aloofness towards me.

| experience acceptance from the majority of my colleagues and
endeavour to be on good terms with them. However, there are a few
with whom | do not get on well, and | avoid these persons as much as
possible.

i experience a positive rapport with numerous colleagues, and they
include or involve me in discussions and activities, whether work-
related or social, to a noticeable degree. There are few colleagues
with whom | do not have an easy-going relationship. If any differences
do arise, | try to eliminate them as soon as possible.

It is my experience that most of my colleagues reach out to me
positively, and/or that they accept me into their circie — whether work-
related or social — without reservation. | even regard a few of my
colleagues as good friends, with whom | can communicate in a relaxed
fashion. | am not as well acquainted with some colleagues as with
others; but | do not experience any negative attitude on the part of the
former.

| find that all my colleagues trust me, reach out to me positively,
sometimes purposefully seek out my company and ask advice, and
hold my integrity in high esteem. | feel free to approach any of them at
any time in order to discuss a matter. As far as | know, there is no
negative tension between any of my colleagues and myself.

RELATIONSHIPS WITH STUDENTS

0

| do not relate well to the students at all, and it appears that most of
them do not relate well to me. | constantly struggle to obtain their
cooperation and they often question my actions, or my decisions
concerning their work. | do not enjoy working with these students.

| sometimes come into confrontation with quite a number of the
students, whom | regard as troublemakers. Qccasionally, | even
struggle to obtain the cooperation of the other students. It seems that
many students do not have much confidence in me, or that they do not
experience me in a positive r 1"






1.2

1.3

1.4

IMPROVEMENT OF SUBJECT KNOWLEDGE THROUGH FORMAL STUDY

0

I

4 =

| am not studying currently and have no plans to carry out further
formal studies.

| am not studying currently, but intend to enrot for a further qualification
in the near future.

| am currently engaged in further studies, but only to improve my
subject knowledge and not in order to obtain a further qualification.

| am currently engaged in further studies and hope to obtain a further
qualification within the next 1-3 years.

| have already obtained the highest qualification in my subject field.

IMPROVEMENT OF SUBJECT KNOWLEDGE THROUGH INTENSIVE
READING WORK

0 =

1 =

| do not read new material on my subject field.
| occasionally read material on my subject field, but do not apply it.

| sporadically read new material on my subject field and apply it as far
as possible during lectures or practical sessions.

| reqularly read literature on my subject field and endeavour continually
to apply new insights which | have gained in this manner.

| take trouble to read all available literature on new developments in my
subject field, and the application thereof, as far as possible, so that,
through the use of this material, | can provide relevant tuition in my
subject field and remain in the forefront of developments.

THORuwwHNESS OF PREPARATION FOR LECTURES

0 =

i1 =

| do not/l no longer prepare for lectures, since | know my subject.
| thoroughly read through the study material which is to be presented.

I peruse the study material thoroughly, make key notes on
transparencies and ensure that | will be able to expand on each point
during the lecture.

In ~7“tion *~ p~"t © my preparation also includes the application of
different teaching techniques and, where possible, the planning of
demonstration material.
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2.3

| combine the presentation method periodically with the question-and-

-~ver method and succeed in involving the students to a certain
degree. Students . ay also ask qu__ic : or obtain speakir tur— by
indicating a wish to speak, e. g. by raising a hand.

When appropriate, and by way of altemation, | also periodically include
the do-it-yourself method (e. g. guidance in self-study, seif-activity
methods, programmed educational projects) and the discussion
method (e. g. group discussion, seminars).

| also make use of methods focused on gaining experience
(combination forms of 1, 2 and 3, simulation and/or case studies) and
consciously evoke student participation on a continual basis by well-
thought-out comments and/or questions.

An integrated balance of a variety of appropriate methods which can be
utilised in respect of the particular study material. By means of prior
planning, students are sometimes permitted to refiect on specific
aspects by means of group discussion and report-back during class
attendance.

PRACTICALLY ORIENTED APPLICATION OF KNOWLEDGE

0

Study material is completely divorced from practice. | do not succeed
in projecting the subject contents in a practically oriented manner.

The theoretical subject contents are only brought into relation with the
practical aspect in an incidental manner.

| often try to bring the theoretical subject contents into relation with the
practical side, but sometimes my experience is insufficient and | make
do with the theoretical aspect.

| always attempt to bring the theory in relation to the practical side,
although | am sometimes unable to do so with authority.

| always convey the theoretical knowledge capably from a practically
oriented perspective.

EFFECTIVE USE OF STUDY AIDS

0

1

H

1]

Study aids are not used. Study material is only conveyed orally.

| use only one of the following aids, where applicable:
blackboard/overhead projector/slide projector/video.

| periodically make use of two of the aids mentioned in 1, where
applicable.
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2.4

25

| periodically make use of three of the aids mentioned in 1, where
applic : In addition * the ~“ove, sound equipment is also used,
where applicable.

As far as possible, | regularly make use of all the available and
appropriate aids interchangeably.

ACQUIS. . ,ON OF SKILLS

0 =

| am aware that CUT training is particularly focused on the acquisition
of intellectual, manual and practically oriented skills, but my approach
to the study material, as reflected in the study guide(s), still differs
somewhat from the required approach in this respect.

| attempt sporadically to offer students the opportunity to acquire
specific skills, but this is not an integrated part of my teaching
approach. For example, 1 do not carry out follow-up work in order to
test skills which may have been acquired.

| try continually to ensure that my students acquire specific skills and |
incorporate this aspect as part of assignments and practical work,
wherever possible. In tests and examinations, students must be able
to furnish proof of the application of important laboratory techniques.

in addition to the above, | take pains to bring my students into contact
with the practical side, whether physically or by means of simulation, so
that their own levels of acquired skills can be measured against the
demands of practical requirements.

My students, as well as myself, are purposefully geared towards the
acquisition of specific skills, as well as a structured method of
measuring such skills.

PROCESSING OF INSIGHT INTO AND UNDERSTAMUING OF THE
SUBJECT CONTENTS

| only expect students to memorise study material which is presented
as knowledge in class.

| expect students to understand the study material, but do not define
what is meant by a proper understanding of the material.

| expect students to acquire their own understanding of and insight into
the study material, to understand the place thereof in the general field
" study, and to form their own opinions on it.

| try to contribute to the insight and understanding gained by students
in respect of the study material by highlighting the points of contact
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B4

4.1

4 = All tests are conscientiously comected as soon as possible and
: “h N 7 sysa g e - yin
cases wnere the whole group nas experienced problems; ana the
interpretation abilities of the students are enhanced in this manner.

THOROUGHNESS AND ACCU.,.ACY OF CORRECTIONS

0 = Allocation of marks is vague, not carried out according to the
memorandum and errors of judgement and counting errors are often
made.

1 = Usually acceptable, but on a few occasions, one or more of the above-

mentioned errors occur.
2 = The minimum requirements are met.

3 = Thoroughness is displayed by the fact that answers which deviate from
the memorandum are read attentively and credit is also given for
relevant/correct arguments. Mistakes in the calculation of marks
seldom occur.

4 = Exceptionally thorough and consistent; credit is given to the student
where it is due, comments are written next to answers where
necessary and corrections are applied to answer papers which are
returned to students. Only small errors arise, on a very exceptional
basis, in the calculation of marks.

PROFESSIONAL GUIDANCE

ABILITY TO MOTIVATE STUDEN. 3

0 = [|am of the opinion that it is not the duty of the lecturer to take action in
order to motivate students in respect of the subject(s). All that matters
is that they should study and ensure that they pass.

1 = Motivational discussions are occasionally held in order to inspire the
students to take the subject(s) seriously and to pass.

2 = | try to evoke enthusiasm and love for my subject in the students by
attempting to present the study material in an interesting manner.

3 = | try to be personally enthusiastic in the presentation of every lesson: |

often also attempt to emphasise the value of the subject and to point
out relevant possibilities for the future to the students.
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EVALUATION FGRM LS 206.1

P10OF2

LECTURE (15 MINUTES AFRIKAANS AND 15 MINUTES ENGLISH) DURING INTERVIEW

NAME OF APPLICANT: SUBJECT:

CRITERIA EVALUATION
5§ (43 |2]1

1. INTRODUCTION

1.1 Stimulating introduclion _..........ccoo v e
1.2 Connection to students’ way of life or foreknowledge ...............ccooeeerininnnns
1.3 Selting of goals or formulating of oUCOMES .........cccoiiiiiiiniiiin e
2. PRESENTATION/FACILITATION/DEVELOPMENT AND DISCOVERY OF NEW
KNOWLEDGE

2.1 INTEGRATED BALANCE of various methods (e g. Delwery, Question-and-
answer, Group discussion) .. .
2.2 COMMAND OF LEARNING MATERIAL
2.2.1 Professional confidence at tertiary standard ..
2.2.2 Practical alignment ... .
2.2.3 Promotes comprehansmn and |nS[ght
2.3 MEDIA/TEACHING AIDS
2.3.1 Cleary visibleflegible ... e
2.3.2 lillustrative ..
2.3.3 Effective apphcahon ! correct use .................................................
2.3.4 Varlety of teaching aids (e.g. Overhead projector hlackboard,
photographs, models, posters) ...
2.4 INCUI CATION OF LEARNING MATER|AL
2.4.1 . phasisfrepetitionfillustrationfexplanation .............cccoceveeeeecnnnnen.
2.4.2 Opportunity for self-activity by students ..
2.4.3 Comprehension testing by means of questlons to detem'nne whether
objective/outcome has been achieved .............c.ccccoeiiviviieiceene,
3. FINISHING
3.1 Summany/Conclusion ...........c.cceioiiiiiiiirce e e e s e e e
4. TIME MANAGEMENT
4.1 Well-planned /rounded-off unit of three lesson phases (introduction,
presentation, rounding off)
5. PROFESSIONAL CONDUCT/BEHAVIOUR AND APPEARANCE
5.1 Self-confidence and enthUSIasM............ccoiiiiiiii i e e
5.2 Appearance/manner Of dreSS........ccco.iirvir v e iean e e i ereee s
53 Good use of lANQUAGE ..........ccomniriie i e et e
5.4 BIlINGUANSIT ....oovi it e e s e aan e e e e nen nee

324



















































