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Prerequisite stage {1 mark) 
 
This is where the mission and strategic goals of the organisation, as well as the details of the job in 
question are clarified. (1 mark) 
 
Therefore, the omission of this stage will result in employees and departmental managers not knowing 
exactly how they can contribute to the achievement of the goals of the organisation as a whole. In other 
words, they will not know what is expected of them. (2 marks) 
 
Planning stage (1 mark) 
 
This is the stage in which the manager clarifies to the employees the results and behaviour expected 
from them, and collectively reaches an agreement on the developmental plan for the employee. (1 mark) 
 
The omission of this stage will therefore imply that employees may not be performing according to the 
required standards since they are not aware of the standard expected of them. Managers will not be 
able to measure the performance of employees if no standards in terms of results and behaviours have 
been set. (2 marks) 
 
Performance execution (1 mark) 
 
This is the stage in which employees are striving to achieve the goals they agreed upon, as per 



developmental plans. In other words, employees should at this stage monitor themselves to see if they 
are on the right track; that is, if they are likely to achieve what they agreed upon in the planning stage. 
{1 mark) 
 
The omission of this stage would therefore result in employees waiting until serious problems develop 
since they would be not sure whether they were on the right track. This could lead to many problems for 
both the employee and the organisation. Employees should be proactive in their approach to their work. 
(2 marks) 
 
Performance assessment (1 mark) 
 
This is the evaluation stage, whereby the employer and the manager are responsible for assessing the 
extent to which the desired behaviour has been displayed and whether the desired results have been 
achieved, as well as the extent to which the goals stated in the developmental plan have been 
accomplished. {2 marks) 
 
Therefore, the omission of this stage would result in the same underperformance as the previous cycle 
(if this was the case) on the side of employees. This is because there would not be any attempt to 
identity problem areas, so employees would merely continue performing in the same way. For instance, 
it would be not known whether the goals of,.the developmental plans were being achieved, or whether 
the results were achieved, or what actions are to be taken to improve employee performance. (2 marks) 
 
Performance review (1 mark) 
 
This stage involves meetings between the employee and the manager in which employees receive 
feedback on their performance. Based on the outcomes of this meeting, employees are rewarded or are 

required to revisit their developmental plans and make the necessary adjustments to ensure improvements in 
the future. (1 mark) 
 
The omission of this stage would deny employees the opportunity to be rewarded for their outstanding 
performances; as well as the opportunity to improve their future performance. (2 marks) 
 
Performance renewal and recontracting (1 mark) 
 
This is the stage where the information gathered from other stages is analysed so that the correct action 
can be taken in the next cycle. (1 mark) 
 
The omission of this stage would result in managers having no idea as to what actions are to be taken in 
order to improve future performance. In other words, they would not have a clue as to what is wrong with 
the current situation, how it went wrong and how to rectify it since no effort was made to analyse the 
system. {2 marks} 
 
Consequences of poorly implemented PMS 
 
1.  Increased turnover. If the process is not seen as fair, employees may become upset and leave 
 the organization. They can leave physically (i.e., quit) or withdraw psychologically (i.e., minimize 
 their effort until they are able to find a job elsewhere). 
2.  Use of misleading information. If a standardized system is not in place, there are multiple 
 opportunities for fabricating information about an employee’s performance. 
3.  Lowered self-esteem. Self-esteem may be lowered if feedback is provided in an inappropriate 
 and inaccurate way. This, in turn, can create employee resentment. 
4.  Wasted time and money. Performance management systems cost money and quite a bit of 
 time. These resources are wasted when systems are poorly designed and implemented. 
5.  Damaged relationships. As a consequence of a deficient system, the relationship among the 
 individuals involved may be damaged, often permanently. 
6.  Decreased motivation to perform. Motivation may be lowered for many reasons, including the 
 feeling that superior performance is not translated into meaningful tangible (e.g., pay increase) or 
 intangible (e.g., personal recognition) rewards. 
7.  Employee burnout and job dissatisfaction. When the performance assessment instrument is 
 not seen as valid and the system is not perceived as fair, employees are likely to feel increased 
 levels of job burnout and job dissatisfaction. As a consequence, employees are likely to become 
 increasingly irritated. 



8.  Increased risk of litigation. Expensive lawsuits may be filed by individuals who feel they have 
 been appraised unfairly. 
9.  Unjustified demands on managers’ and employees’ resources. Poorly implemented systems 
 do not provide the benefits provided by well-implemented systems, yet they take up managers’ 
 and employees’ time.  Such systems will be resisted because of competing obligations and 
 allocation of resources (e.g., time). 
 What is sometimes worse, managers may simply choose to avoid the system altogether, and 
 employees may feel increased levels of overload. 
10.  Varying and unfair standards and ratings. Both standards and individual ratings may vary 
 across and within units and be unfair. 
11.  Emerging biases. Personal values, biases, and relationships are likely to replace organizational 
 standards. 
12.  Unclear ratings system. Because of poor communication, employees may not know how their 
 ratings are generated and how the ratings are translated into rewards. 
 

 

 

Job analysis is the process of determining the key components of a particular job, including activities, 
tasks, products and processes. (2 marks) We can only understand the job by conducting a job analysis 
and developing job specifications that clarify the level of experience, skills and qualification(s) required to 
perform certain duties. (2 marks)  
 
Job descriptions are also developed during the job analysis process. The duties of each position in the 
organisation are clarified and the positions are linked to the departmental and organisational goals. (2 
marks) 
 
Employees will carry out their duties, knowing clearly what impact their contributions will have on the 
organisation’s success. (2 marks)  
 
The job analysis process forms the basis of the performance review in that the managers’ knowledge of 
a specific job will give them a clearer view of what was expected from each employee and whether the 
employee carried out his/her duties as expected so that the manager can decide on the correct 
performance rating. (10)  
 

 

 

Trait approach 

Emphasis the individual performer and ignores the specific situation, behavior and results. The problem 

with this is that traits are not under the control of individuals and the fact that an individual possess a 

certain trait does not mean that this trait will necessarily lead to desired results or behavior.  This approach 

is not fair on employees.  

Example: 

Trait approach can be fruitful: as part of its business strategy, an org may anticipate drastic structural 

changes that will lead to the reorganization of most functions and the resulting reallocation of employees. 

In such a circumstance, it may be useful to assess the traits possessed by the various individuals so that 

far and appropriate decisions are made regarding the allocation of resources across the newly created 

organization. In most organizations performance is not measured using the trait approach. 



 

Behavioral approach 

This approach emphasizes what an employee does on the job and does not consider employees traits or 

the outcomes resulting from their behavior.  This is a process-orientated approach that emphasizes how 

an employee does the job. 

This approach is most appropriate when: 

❖ The link between behavior and results is not obvious 
❖ Outcomes are attained in the distant future 
❖ Poor results are due to causes beyond the performers control 

 
Example: consider a situation involving two assembly-line workers, one of them working day shift and the 
other night shift. When the assembly line gets stuck due to technical problems, the employee working 
during the day receives immediate technical assistance, so the line is back in motion in less than five 
minutes. But the night shift employee has very little technical support and therefore, when the assembly 
line breaks down, it takes about 45 minutes for it to be up and running. If we measured results, we would 
conclude that the performance of the day-shift employee is far superior to that of the night-shift employee, 
but this would be incorrect. Both may be equally competent and do the job equally well. The results are 
uneven because they depend on the amount and quality of technical assistance they receive when the 
assembly line is stuck 
 

 

Results approach 

This approach emphasizes the outcomes and results produced by the employee.  Bottom line approach. 

It does not consider the traits that an employee may possess. 

The results approach is most appropriate under the following circumstances: 

❖ Workers are skilled in the needed behaviour (e.g. appropriate when workers have the necessary 
knowledge and skills to do the work) 

❖ Behaviour and results are obviously related (e.g. certain results can be obtained only if worker 
engages in certain specific behaviors) such as a line-worker involving repetitive work. 

❖ Results show consistent improvement over time (when results improve consistently over time it 
shows that workers are aware of behaviors needed to complete job) 

❖ There are many ways to do the job right (when there are different ways in which one can do the 
task required) 

❖  

 

 

Ignore. Not part of module scope anymore 

 

 

 

 



 

 

IGNORE – NOTE PART OF OCT NOV 2017 SCOPE 

Work or service teams are aligned with the departmental units. They are also known as process teams. 
These intact teams are engaged in routine tasks, including service tasks. In most cases such teams will 
involve multiskilling, with each team member cross trained to be able to undertake all of the work done by 
the team. 
 
Network teams focus on governmental regulatory needs as they relate to public service providers, 
because of the close relationship with local government entities. These teams include members who are 
not constrained by time or space and members who are not limited by organisational boundaries.  Usually, 
team members are geographically dispersed and stay in touch via telecommunications technology such 
as e-mail, videoconferencing, and of course, telephone. Their work is extremely non-routine. Network 
teams usually include a combination of temporary and full-time workers, customers, vendors, and even 
consultants. 
 
Project teams are assembled on an ad-hoc basis, to work on various projects originating from network 
teams. These teams are assembled for a specific purpose and are expected to disband as soon as their 
specific tasks have been completed. Their tasks are outside the core production and operational areas of 
the organisation and therefore not as routine as those of work or service teams. Project teams include 
members from different functional areas who may not know each other’s specialties and, therefore, are 
highly dependent on one another’s high level of specific knowledge and usually sophisticated skill sets. 
Project teams also have a high degree of autonomy. While membership will be on a full-time basis, the 
team’s existence may range from short-term to virtually permanent, depending on the nature and the 
recurrence of the project work. 
 

 

IGNORE – NOTE PART OF OCT NOV 2017 SCOPE 

 



Question from assignment Sem 1 2015 

 

The current situation in this department is as follows: 
 
The department‘s performance management system reflects its focus on results as well as its need for 
creativity, imagination, and continuous improvement. The department‘s system links individual 
performance to that of the team or unit concerned, as well as to that of the department. Unit businessplan 
goals are linked to the business plan and business priorities of the department; performance goals and 
measures grow out of each unit’s business plan;  
employee performance measures are aligned with those of the department; and units, teams and 
individuals are rewarded and recognised on the basis of these measures. 
The department’s team structure consists primarily of work or service teams that are aligned with the 
department’s units. Because of the close relationship with local government entities, however, the 
department also utilises network teams that focus on governmental regulatory needs as they relate to 
public service providers, and project teams, that are assembled on an ad-hoc basis, to work on various 
projects originating from network teams. 
 
Against this background, you should advise the management as follows: 
The type of team in question should be considered before performance measures are put in place. 
 
Work or Service teams: These teams are aligned with the department’s units, the business plan goals 
and the business priorities of the department. As service or work team members have similar 
responsibilities and everyone is familiar with the competencies needed to do the job, and as they can 
observe one another’s performance on a daily basis, team members can clearly benefit from peer ratings. 
 
Network teams: These teams are transitory and engage in unique tasks on an as-needed-basis. It is 
difficult to measure specific outcomes, as their work is extremely non-routine, and team members are not 
constrained by time or space or limited by organisational boundaries. Instead, performance management 
of network teams should emphasise the future instead of the past. Management should therefore focus on 
developing the individual competencies, such as the team members’ capacity to solve problems, adapt, to 
be flexible and to innovate. 
 
Project teams: These teams do not stay together for long periods of time, and therefore the measure of 
results at the end of a project may not benefit the team’s development since the team is likely to disband 
as soon as the project is finished.  Instead, performance measurements should be taken periodically while 
the team works on the project so that corrective action can be taken when necessary before the project 
has been completed. 
 
 
 
 

 

 

IGNORE – NOTE PART OF OCT NOV 2017 SCOPE 

 

 

 

IGNORE – NOTE PART OF OCT NOV 2017 SCOPE 

 
Critical Success Factor 



 
A critical success factor (CSF) is a management term for an element that is necessary for an 
organisation to achieve its mission. It is a critical factor or activity required for ensuring the success of a 
company. Critical success factors are elements that are vital for a strategy to be successful, and these 
elements drive the strategy forward. Generally, a CSF provides a qualitative description of an element of 
the strategy in which the organisation has to excel in order to be successful. 
 
Critical success factors (CSFs) have to meet the following criteria: 

• A CSF is never quantitative. 

• CSFs are clear and concise. 

• Each objective should be measured with no more than two effort CSFs. For each CSF, no more 
than three key performance 

• indicators should be developed. This is to limit the amount of information, development time and 
costs, and to make sure that only relevant information is included in management reports;  

• A CSF is also a qualitative notion that describes in words how a certain objective can be 
measured. It can therefore never be quantitative (a number or a percentage). 

 

Key Performance Indicators 

Key performance indicators (KPIs), on the other hand, are measures that quantify strategic objectives 
along with a target, and that enable the measurement of strategic performance. 
 
Examples of CSFs and KPIs: 

• CSF = Installation of a call centre for providing superior customer service (and, indirectly, 
 acquiring new customers through customer satisfaction). 

• KPI = Number of new customers (measureable, quantifiable) + Target = 10 per week (KPI 
 reached if 10 or more new customers). 

CSFs and KPI’s role in the Performance Management System 

CSFs and KPIs are used as a planning mechanism in the Performance management system. 

Critical success factors (CSFs) refer to factors in the performance management system that provides a 
qualitative description of an element of the strategy in which the organisation has to excel in order to be 
successful. Key performance indicators (KPIs) are factors used to quantify and make CSFs measurable. 
If performance indicators, that measure the execution of the strategy and the creation of value, are not 
included in the performance management process, it will remain unclear whether strategic objectives and 
value creation have been achieved. 
 
Many of the intangible assets are not included in the formal reporting of the organisation, because most 
of these systems were built to report financial information. 
 
Therefore, the introduction of CSFs and KPIs provides a solution to this problem as they combine non-
financial leading indicators with financial lagging indicators in one system. This way it offers management 
a balanced view of the organisation’s performance, and a means to check whether the organisation’s 
strategy is being executed successfully. The use of critical success factors and key performance indicators 
enables measurement, and thus control of strategic objectives. 
 
The use of CSFs and KPIs enables measurement in the strategic performance management process, and 
thus control of strategic objectives. If these performance factors and indicators that measure the execution 
of the strategy and the creation of value, are not included in the performance management process, it will 
remain unclear whether the strategic objectives and value creation are being achieved or not. 
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The prescribed book indicates that performance management contributes to employee motivation, insight 
and self-esteem. This is done through promotions, merits and terminations. Ensuring fairness of these 
administrative activities is regarded as the administrative purpose of performance management. 
 
The information collected by a performance management system is most frequently used for salary 
administration, performance feedback, and the identification of employee strengths and weaknesses. In 
general, however, performance management systems can serve the following six purposes: strategic, 
administrative, informational, developmental, organizational maintenance, and documentational purposes. 
 
Long answer if for more marks: 



 
Strategic Purpose 

1. The first purpose of performance management systems is to help top management achieve 
strategic business objectives. By linking the organization’s goals with individual goals, the 
performance management system reinforces behaviors consistent with the attainment of 
organizational goals. Moreover, even if for some reason individual goals are not achieved, linking 
individual goals with organizational goals serves as a way to communicate what are the most 
crucial business strategic initiatives. 

2. A second strategic purpose of performance management systems is that they play an important 
role in the onboarding process.  Onboarding refers to the processes that lead new employees to 
transition from being organizational outsiders to organizational insiders. Performance management 
serves as a catalyst for onboarding because it allows new employees to understand the types of 
behaviors and results that are valued and rewarded, which, in turn, lead to an understanding of the 
organization’s culture and its values.   

 
If proper steps in the Strategic process was followed and Twhadi went through proper onboarding process 
he would not have been confused about the conditions linked to the reward offered by Ford-Mazda. 
 
 
Administrative Purpose 
 
A second function of performance management systems is to furnish valid and useful information for 
making administrative decisions about employees. Such administrative decisions include salary 
adjustments, promotions, employee retention or termination, recognition of superior individual 
performance, identification of poor performers, layoffs, and merit increases. Therefore, the 
implementation of reward systems based on information provided by the performance 
management system falls within the administrative purpose. For example, the government in Turkey 
mandates performance management systems in all public organizations in that country with the aim to 
prevent favoritism, corruption, and bribery and to emphasize the importance of impartiality and merit in 
administrative decisions 
 

Informational Purpose 
 
Performance management systems serve as an important communication device. First, they inform 
employees about how they are doing and provide them with information on specific areas that may need 
improvement. Second, related to the strategic purpose, they provide information regarding the 
organization’s and the supervisor’s expectations and what aspects of work the supervisor believes are 
most important. 
 

Developmental Purpose 
 
Feedback is an important component of a well-implemented performance management system. 
This feedback can be used in a developmental manner. Managers can use feedback to coach 
employees and improve performance on an ongoing basis. This feedback allows for the identification of 
strengths and weaknesses as well as the causes for performance deficiencies (which could be due to 
individual, group, or contextual factors). Of course, feedback is useful only to the extent that remedial 
action is taken and concrete steps are implemented to remedy any deficiencies. Feedback is useful only 
when employees are willing to receive it.  Organizations should strive to create a “feedback culture” that 
reflects support for feedback, including feedback that is nonthreatening and is focused on behaviors and 
coaching to help interpret the feedback provided.  Another aspect of the developmental purpose is that  
employees receive information about themselves that can help them individualize their career paths. Thus, 
the developmental purpose refers to both short-term and long-term aspects of development. 
 

If proper and correct feedback was given to Thwadi from the beginning of the evealuation he would not 

have been unhappy because he would have been informed and aware of the process.  

 

Organizational Maintenance Purpose 



 
A fifth purpose of performance management systems is to provide information to be used in workforce 
planning. Workforce planning comprises a set of systems that allows organizations to anticipate and 
respond to needs emerging within and outside the organization, to determine priorities, and to allocate 
human resources where they can do the most good.  An important component of any workforce planning 
effort is the talent inventory, which is information on current resources (e.g., skills, abilities, promotional 
potential, and assignment histories of current employees). Performance management systems are the 
primary means through which accurate talent inventories can be assembled. 
 
Other organizational maintenance purposes served by performance management systems include 
assessing future training needs, evaluating performance achievements at the organizational level, and 
evaluating the effectiveness of HR interventions (e.g., whether employees perform at higher levels after 
participating in a training program). These activities cannot be conducted effectively in the absence of a 
good performance management system. 
 

Documentational Purpose 
 
Finally, performance management systems allow organizations to collect useful information that can 
be used for several documentation purposes. First, performance data can be used to validate newly 
proposed selection instruments. For example, a newly developed test of computer literacy can be 
administered to all administrative personnel. Scores on the test can then be paired with scores collected 
through the performance management system. If scores on the test and on the performance measure are 
correlated, then the test can be used with future applicants for the administrative positions. Second, 
performance management systems allow for the documentation of important administrative decisions. This 
information can be especially useful in the case of litigation. 
 
 

 

 Pg 89 nr 2 

1) declarative knowledge, (2) procedural knowledge, and (3) motivation.  
 
Declarative knowledge is information about facts and things, including information regarding a given 
task’s requirements, labels, principles, and goals.  
 
Procedural knowledge is a combination of knowing what to do and how to do it and includes cognitive, 
physical, perceptual, motor, and interpersonal skills.  
 
Motivation involves three types of choice behaviors 
1. Choice to expend effort (e.g., “I will go to work today”) 
2. Choice of level of effort (e.g., “I will put in my best effort at work” versus “I will not try very hard”) 
3. Choice to persist in the expenditure of that level of effort (e.g., “I will give up after a little while” versus 
“I will persist no matter what”) 
 
Declarative Knowledge   Procedural Knowledge   Motivation 
Facts     Cognitive skill    Choice to perform 
Principles    Psychomotor skill    Level of effort 
Goals     Physical skill    Persistence of effort 

Interpersonal skill 
 
The factors that determine performance are affected by the  

• employee (i.e., abilities and previous experience),  

• human resources (HR) practices, and  

• the work environment. 
 



e.g some companies offer more opportunities for training than do others.  In these companies, declarative 
knowledge is not likely to be a big problem because, when lack of knowledge is identified, employees have 
multiple opportunities to fill in the gap. However, performance problems may be related more to procedural 
knowledge and motivation.  
 
In terms of procedural knowledge, employees may actually have the knowledge to perform certain tasks 
but may not have the skill to do them because of lack of opportunity for practice.  
 

In terms of motivation, downsizing interventions may have caused a “survivor syndrome,” which includes 
retained employees’ feelings of frustration, resentment, and even anger. These feelings are likely to have 
strong negative effects on motivation, and employees may expend minimal energy on their jobs.  
 
Thus, there are three individual characteristics that determine performance: procedural knowledge, 
declarative knowledge, and motivation. In addition, HR practices and the work environment can affect 
performance. When addressing performance problems, managers first need to identify which of these 
factors is hampering performance and then help the employee improve his or her performance. 
 
 

 

 
The fact that performance is affected by the combined effect of three different factors has implications for 
addressing performance problems. In order to address performance problems properly, managers must 
find information that will allow them to understand whether the source of the problem is declarative 
knowledge, procedural knowledge, motivation, or some combination of these three factors. If an employee 
lacks motivation but the manager believes  the source of the problem is declarative knowledge, the 
manager may send the employee to a company-sponsored training program so he can acquire the 
knowledge that is presumably lacking. This would obviously be a waste of time and resources for the 
individual, manager, and organization if it is lack of motivation, and not lack of declarative knowledge, that 
is causing poor performance. This is why performance management systems need not only to measure 
performance but also to provide information about the source of any performance deficiencies. 
  

 

 

Yes I agree, be 

The link between behaviors and results is not obvious. Sometimes the relationship between behaviors 
and the desired outcomes is not clear. In some cases, the desired result may not be achieved in spite of 
the fact that the right behaviors are in place. E.g, a Sarah who finds it difficult to reach her monthly target 
due to recession. In other cases, results may be achieved in spite of the absence of the correct behaviors. 
For example, a pilot may not check all the items in the preflight checklist but the flight may nevertheless 
be successful (i.e., take off and land safely and on time). When the link between behaviors and results is 
not always obvious, it is beneficial to focus on behaviors as opposed to outcomes. 
 
Outcomes occur in the distant future. When the desired results will not be seen for months, or even 
years, the measurement of behaviors is beneficial. Take the case of E.g. a NASA mission which from 
launching to landing could take six months to complete. In this circumstance, it is certainly appropriate to 
assess the performance of the engineers involved in the mission by measuring their behaviors in short 



intervals during this six-month period rather than waiting until the final result (i.e., successful or 
unsuccessful landing) is observed. 
 
Poor results are due to causes beyond the performer’s control. When the results of an employee’s 
performance are beyond the employee’s control, it makes sense to emphasize the measurement of 
behaviors.  E.g. assembly-line workers working days shift and night shift and receiving different levels of 
assistance which influences their performance differently. Both employees may be equally competent and 
do the job equally well. The results produced by these employees are uneven because they depend on 
the amount and quality of technical assistance they receive when the assembly line is stuck. 
 
Thus behaviour approach is best suitable because the state of economical conditions is out of her control. 
 
 

 

 

The link between behaviors and results is not obvious. Sometimes the relationship between behaviors 
and the desired outcomes is not clear. In some cases, the desired result may not be achieved in spite of 
the fact that the right behaviors are in place. E.g, a Sarah who finds it difficult to reach her monthly target 
due to recession. In other cases, results may be achieved in spite of the absence of the correct behaviors. 
For example, a pilot may not check all the items in the preflight checklist but the flight may nevertheless 
be successful (i.e., take off and land safely and on time). When the link between behaviors and results is 
not always obvious, it is beneficial to focus on behaviors as opposed to outcomes.  The state of economical 
conditions is out of Sarah’s control. 
 

 

 

Pay for performance aka Contingent Pay Plans 

A poor performance management system is in place. What happens when a CP plan is paired with a 
poorly designed, poorly implemented performance management system, one that includes biased ratings 
and the measurement of unrelated performance dimensions? This situation may lead some employees to 
challenge the CP plan legally. Also, rewarding behaviors and results that are not job related is likely to 
cause good performers to leave the organization. Finally, those who stay are not likely to be motivated to 
perform well. 
 
There is the folly of rewarding A while hoping for B.  What happens when the system rewards results 
and behaviors that are not those that will help the organization succeed? Employees are likely to engage 
in these often counterproductive behaviors when this behavior is what will earn them the desired rewards. 
One such example is the hope that executives will focus on long-term growth and environmental 
responsibility when, in fact, they are rewarded based on quarterly earnings.  Given this situation, what are 
these executives likely to do? Will they think in the long term or quarter by quarter? A second example is 
an organization that would like its employees to be more entrepreneurial and innovative, but it does not 
reward employees who think creatively. What are employees likely to do? Will they be innovative and risk 
not getting rewards, or will they continue to do things the old way? A third example is an organization that 
would like employees to focus on teamwork and a one-for-all spirit, but it rewards employees based on 
individual results. This happens in many professional sports teams. What are professional athletes likely 
to do? Will they pass the ball, or will they try to score themselves to improve their own individual statistics? 
 
Rewards are not considered significant. What happens when a CP plan includes pay increases and 
other rewards that are so small that they don’t differentiate between outstanding and poor performers? For 
example, what happens when the top performers receive a 5% pay increase and an average performer 



receives a 3% or 4% pay increase? In this context, rewards are not viewed as performance based rewards, 
and they do not make an impact. The message sent to employees is that performance is not something 
worth being rewarded. For rewards to be meaningful, they need to be significant in the eyes of the 
employees. Usually, an increase of approximately 12%–15% of one’s salary is regarded as a meaningful 
reward and would motivate people to do things they would not do otherwise. 
 
Managers are not accountable. What happens when managers are not accountable regarding how they 
handle the performance and the performance evaluation of their employees? They are likely to inflate 
ratings so that employees receive what the manager thinks are appropriate rewards. Similarly, employees 
may set goals that are easily attainable so that performance ratings will lead to the highest possible level 
of reward. In other words, when managers are not held accountable, rewards may become the driver for 
the performance evaluation instead of the performance evaluation being the driver for the rewards. 
 
There exists extrinsic motivation at the expense of intrinsic motivation. What happens when there is 
so much, almost exclusive, emphasis on rewards? Employees may start to lose interest in their jobs, which, 
in turn, can decrease motivation. In some cases, the extrinsic value of doing one’s job (i.e., rewards) can 
supersede the intrinsic value (i.e., doing the work because it is interesting and challenging). Sole emphasis 
on rewards can lead to ignoring the fact that employee motivation can be achieved not only by providing 
rewards but also by creating a more challenging, more interesting work environment in which employees 
have control over what they do and how they do it. 
 
Rewards for executives are disproportionately large compared to rewards for everyone else. In 
many organizations, executive rewards are disproportionately large compared to the rewards received by 
everyone else in the organization. A study conducted revealed that the compensation for these certain 
CEOs was more than 360 times that of their employees! Such a large difference, particularly when the 
performance of the organization is not stellar, can lead to serious morale problems. CEOs should be 
compensated according to their performance, and an important indicator of CEO performance is overall 
firm performance (e.g., stock price). 
 

 

 

 

 

Nhlanhla is rated in terms of the Rater Bias error OR Halo effect.   Evaluating human behaviour will always 
be a subjective process. Rater’s memories are fallible and their ratings are done according to their own 
sets of preferences, expectations, relationship with the employee and personal objectives. The information 
used for evaluation will never be totally complete and accurate, and sometimes the performance criteria 
are not clearly specified.  It might be difficult to avoid such error because managers are not aware that 
they are making errors. One way to reduce appraisal errors and improve rater accuracy, is to make 
appraisers aware of typical rating errors 
 
Common rating errors found in many performance appraisals: 
 



1. Rater bias - This error occurs when a rater’s values or prejudices distort the rating. These biases are 
not related to job performance and may stem from personal characteristics such as age, sex, disability 
or race, or from organization-related characteristics like seniority or team membership. 
 

2. Stereotyping - Stereotyping occurs when thee appraiser has an oversimplified view of individuals 
based on group membership, making judgments about a group of people, instead of openly identifying 
the features of the individual 

 

3. Halo effect - The halo effect occurs when the rater fails to distinguish between different aspects of 
performance being rated, rating an employee high on all items because of good performance in one 
area. A negative halo also occurs, when thee supervisor allows one negative behavior of an employee 
to cloud thee objectivity regarding ratings on the employee’s behaviours. 

 

4. Central tendency - This error occurs when employees are incorrectly rated near the average or 
middle of scale while the extremes are avoided. The result is that most of the employees are rated as 
average. This is also an intentional type of error and is mainly caused by the supervisors desire to 
play it save. 

 

5. Leniency - Raters assign undeserved high (lenient) evaluations to most of the employees. In practice 
this comes down to artificial rating inflation. 

 

 

6. Strictness - When supervisor assigns low ratings to most or all employees though some employees 
may have achieved average or above-average performance levels. 
 

7. Recency effect - When a performance appraisal is based mainly on the employee’s recent 
performance (info gathered towards end of review period) 

 

8. Primacy effect - The primacy effect occurs when performance appraisal is influenced mainly by 
performance displayed during the initial phases (beginning) of review period. 
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When evaluations from supervisors, subordinates, peers, and employees themselves are all used to 
measure performance, it is referred to as 360-degree appraisals or multiple-source evaluations. 
 
Through this feedback system, performance information is gathered from individuals surrounding the 
employee, namely from superiors, peers, customers and subordinates. These role-players have to provide 
specific feedback on what performance dimensions could be improved. The 360-degree feedback system 
is most helpful when it is used for developmental purposes only, and not for administrative purposes. The 
reason for this is that people are more likely to be honest if they know the information will be used to help 
the individual improve and not to punish or to reward. 
 

Risks / Disadvantages 

• Negative feedback can hurt an employee’s feeling, particularly if those giving the feedback (for 
example, the rest of the PPC employees in the team) do not offer their comments in a constructive 
way.  

• Since the 360-degree appraisal system was never implemented before, it is likely to lead to positive 
results only if the PPC employees feel comfortable with the system and believe they will be rated 
honestly and treated fairly. User acceptance is an important determinant of the system’s success. 



• When only a few raters are providing the information, say two or three, it may be easy for the PPC 
employee being rated to identify who the raters are. When anonymity is ensured it minimises rating 
inflation, but when rater-anonymity is compromised, raters are more likely to distort the information 
they provide. 

• Implementing a 360-degree feedback system should not be a one-time-only event. The system 
should be in place and data collected over time on an ongoing basis.  Administering the system 
only once will not be as beneficial as administering the system repeatedly. 

• Raters may become overloaded with forms to fill out because they need to provide information on 
so many individuals (peers/other team members).  
 

If advantages are asked:  

Advantages of 360-degree appraisals: 

• It is seen as more appropriate in today’s flatter, team-based work environments. 

• Multiple-source evaluations are perceived as being more fair, reliable, and valid than single-source 

• approaches. 

• The evaluation process produces better results because it involves a group of people who interact 

• with the employee in many different ways. 

• Decreased possibility of biases. Because these systems include information from more than one 
source, there is a decreased possibility of biases in the identification of employees’ weaknesses. 

• Increased awareness of expectations. Employees become very aware of others’ expectations 
about their performance. This includes not only the supervisor’s expectations but also the 
expectations of other managers, coworkers, subordinates, and customers. 

• Increased commitment to improve. Employees become aware of what others think about their 
performance, which increases their commitment to improve because information about 
performance is no longer a private matter.  

• Improved self-perceptions of performance. Employees’ distorted views of their own performance 
are likely to change as a result of the feedback received from other sources. In other words, it is 
difficult to continue to have distorted views of one’s own performance in the presence of 
overwhelming evidence that these perceptions may not be correct. 

• Improved performance. Although receiving information about one’s performance is not sufficient 
cause to improve, it is certainly a very important step. Thus, having information on one’s 
performance, if paired with a good developmental plan, is likely to lead to performance 
improvement. 

• Reduced “undiscussables.” 360-degree feedback systems provide an excellent opportunity to 
coworkers, superiors, and subordinates to give information about performance in an anonymous 
and nonthreatening way. Many supervisors may feel uncomfortable about providing negative 
feedback, but a 360-degree system makes providing such feedback easier. 

• Employees enabled to take control of their careers. By receiving detailed and constructive feedback 
on weaknesses and strengths in various areas, employees  can gain a realistic assessment of 
where they should go with their careers. 

 

 

IGNORE – NOTE PART OF OCT NOV 2017 SCOPE 

 

 

 

IGNORE – NOTE PART OF OCT NOV 2017 SCOPE 

 
The overall objective of a developmental plan is to encourage continuous learning, performance 
improvement, and personal growth. In addition, developmental plans have other more specific 
objectives: 



1. Improve performance in current job 
A good developmental plan helps employees meet performance standards. Thus, a developmental 
plan includes suggested courses of action to address each of the performance dimensions that are 
deficient. 
 

2. Sustain performance in current job 
A good developmental plan provides tools so that employees can continue to meet and exceed 
expectations regarding the current job. Thus, the plan includes suggestions about how to continue 
form. 
 

3. Prepare employees for advancement 
A good developmental plan includes advice and courses of action that should be taken so that 
employees will be able to take advantage of future opportunities and career advancement. 
Specifically, a good plan indicates which new competencies and behaviours should be learned to 
help with career advancement. 
 

4. Enrich employee’s work experience 
Even if opportunities within the organisation are not readily available, a good plan provides 
employees with growth opportunities and opportunities to learn new skills. These opportunities 
provide employees with intrinsic rewards and a more challenging work experience, even if the new 
skills learned are not a formal part of their jobs. Such opportunities can make jobs more attractive 
and serve as a powerful employee retention tool. In addition, the new skills can be useful in cases 
of lateral transfers within the organisation 
  
 

 

 

 

Ignore.  No longer part of module  

 

 

 

 

It is important for a manager to realise that performance appraisal becomes a legal issue whenever it is used 
as the basis for an employment decision, including promotions, pay raises, selection for training 
programs, etc.  
 
The important concepts that are relevant in litigation related to performance management are: 
 

Employment at will: With this common law principle, the employer can end the employment relationship 
at any time. This type of relationship gives employers considerable latitude in determining whether, when 
and how to measure and reward performance. Thus, an employer could potentially end the relationship 
without documenting any performance problems. However, in South Africa the decision to terminate the 
employment contract is regulated in the Labour Relations Act of 1995. 
 
Negligence: Many organisations outline a performance management system in their employment manual, 
employment contract, or other materials. When the system is described in such documents, but the 
organisation neglects to implement and apply the system as described, legal problems can arise. 
 



Defamation: Defamation is the disclosure of untrue and unfavourable performance information that 
damages an employee’s reputation. The employee can then argue that the organisation defamed him/her 
if the employer makes false and libellous statements during the course of the performance evaluation, or 
negligently or intentionally communicates this information to a third party, such as a potential future 
employer, thus subjecting the employee to harm or loss of reputation. 
 
Misrepresentation: Misrepresentation is about disclosing untrue but favourable performance information, 
and this causes risk or harm to others. When, for instance, a past employer provides a glowing 
recommendation for a former employee whose services was actually terminated because of poor 
performance, that employer is guilty of misrepresentation. 
 
Adverse impact: In the context of employment, adverse impact (also called unintentional discrimination) 
occurs when the performance management system has an unintentional impact on a protected class 
(referred to as previously disadvantaged group in South Africa). This can happen, for instance, when 
women consistently receive lower performance ratings than men. 
 
Illegal discrimination: Illegal discrimination (also called disparate treatment) happens when raters assign 
scores differentially to various employees based on factors that are not performance related, such as race, 
nationality, or ethnic and national origin. Some employees then claim that they were intentionally treated 
differently because of their sex, age, ethnicity or disability status. 
 
 

 

  

Critical success factors (CSFs) refer to factors in the performance management system that provides a 
qualitative description of an element of the strategy in which the organisation has to excel in order to be 
successful.  
 
Key performance indicators (KPIs) are factors used to quantify and make CSFs measurable. If performance 
indicators, that measure the execution of the strategy and the creation of value, are not included in the 
performance management process, it will remain unclear whether strategic objectives and value creation have 
been achieved. 
 
Many of the intangible assets are not included in the formal reporting of the organisation, because most of these 
systems were built to report financial information. 
 
Therefore, the introduction of CSFs and KPIs provides a solution to this problem as they combine non-financial 
leading indicators with financial lagging indicators in one system. 
 
This way it offers management a balanced view of the organisation’s performance, and a means to check 
whether the organisation’s strategy is being executed successfully. The use of critical success factors and key 
performance indicators enables measurement, and thus control of strategic objectives. 
 

 

 

  



 

Behaviour approach are most suitable. 

The link between behaviors and results is not obvious. Sometimes the relationship between behaviors 
and the desired outcomes is not clear. In some cases, the desired result may not be achieved in spite of 
the fact that the right behaviors are in place. E.g, a Sarah who finds it difficult to reach her monthly target 
due to recession. In other cases, results may be achieved in spite of the absence of the correct behaviors. 
For example, a pilot may not check all the items in the preflight checklist but the flight may nevertheless 
be successful (i.e., take off and land safely and on time). When the link between behaviors and results is 
not always obvious, it is beneficial to focus on behaviors as opposed to outcomes. 
 
Thus behaviour approach is best suitable because the state of economical conditions is out of her control. 
 

2 other circumstances where the behaviour approach should be used: 

Outcomes occur in the distant future. When the desired results will not be seen for months, or even 
years, the measurement of behaviors is beneficial. Take the case of E.g. a NASA mission which from 
launching to landing could take six months to complete. In this circumstance, it is certainly appropriate to 
assess the performance of the engineers involved in the mission by measuring their behaviors in short 
intervals during this six-month period rather than waiting until the final result (i.e., successful or 
unsuccessful landing) is observed. 
 
Poor results are due to causes beyond the performer’s control. When the results of an employee’s 
performance are beyond the employee’s control, it makes sense to emphasize the measurement of 
behaviors.  E.g. assembly-line workers working days shift and night shift and receiving different levels of 
assistance which influences their performance differently. Both employees may be equally competent and 
do the job equally well. The results produced by these employees are uneven because they depend on 
the amount and quality of technical assistance they receive when the assembly line is stuck. 
 
 
 

 

Behavioural approach 
 
This approach emphasizes what an employee does on the job and does not consider employees traits or 
the outcomes resulting from their behaviour. This is a process-orientated approach that emphasizes how 
an employee does the job. 
 
This approach is most appropriate when: 

• The link between behaviour and results is not obvious 

• Outcomes are attained in the distant future 

• Poor results are due to causes beyond the performers control 
 
Example: consider a situation involving two assembly-line workers, one of them working day shift and the 
other night shift. When the assembly line gets stuck due to technical problems, the employee working 
during the day receives immediate technical assistance, so the line is back in motion in less than five 
minutes. But the night shift employee has very little technical support and therefore, when the assembly 



line breaks down, it takes about 45 minutes for it to be up and running. If we measured results, we would 
conclude that the performance of the day-shift employee is far superior to that of the night-shift employee, 
but this would be incorrect. Both may be equally competent and do the job equally well. The results are 
uneven because they depend on the amount and quality of technical assistance they receive when the 
assembly line is stuck 
 

Results approach 
 
This approach emphasizes the outcomes and results produced by the employee. Bottom line approach. It 
does not consider the traits that an employee may possess. 
 
The results approach is most appropriate under the following circumstances: 

• Workers are skilled in the needed behaviour (e.g. appropriate when workers have the necessary 
knowledge and skills to do the work) 
 

• Behaviour and results are obviously related (e.g. certain results can be obtained only if worker 
engages in certain specific behaviours) such as a line-worker involving repetitive work. 

 

• Results show consistent improvement over time (when results improve consistently over time it 
shows that workers are aware of behaviours needed to complete job) 

 

• There are many ways to do the job right (when there are different ways in which one can do the 
task required) 

 

Trait approach 
 
Emphasis the individual performer and ignores the specific situation, behaviour and results.  The problem 
with this is that traits are not under the control of individuals and the fact that an individual possess a 
certain trait does not mean that this trait will necessarily lead to desired results or behaviour. This approach 
is not fair on employees. 
 
Example: 
 
Trait approach can be fruitful: as part of its business strategy, an org may anticipate drastic structural 
changes that will lead to the reorganization of most functions and the resulting reallocation of employees. 
In such a circumstance, it may be useful to assess the traits possessed by the various individuals so that 
far and appropriate decisions are made regarding the allocation of resources across the newly created 
organization. In most organizations performance is not measured using the trait approach. 
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Work or Service teams: These teams are aligned with the department’s units, the business plan goals 
and the business priorities of the department. As service or work team members have similar 
responsibilities and everyone is familiar with the competencies needed to do the job, and as they can 
observe one another’s performance on a daily basis, team members can clearly benefit from peer ratings. 
 
Network teams: These teams are transitory and engage in unique tasks on an as-needed-basis. It is 
difficult to measure specific outcomes, as their work is extremely non-routine, and team members are not 
constrained by time or space or limited by organisational boundaries. Instead, performance management 
of network teams should emphasise the future instead of the past. Management should therefore focus on 



developing the individual competencies, such as the team members’ capacity to solve problems, adapt, to 
be flexible and to innovate. 
 
Project teams: These teams do not stay together for long periods of time, and therefore the measure of 
results at the end of a project may not benefit the team’s development since the team is likely to disband 
as soon as the project is finished.  Instead, performance measurements should be taken periodically while 
the team works on the project so that corrective action can be taken when necessary before the project 
has been completed. 
 

 

 

Lindi is doing the performance review/appraisal which is the fifth stage in the performance management 
process. It is also known as performance appraisal/ evaluation. During this stage the manager reviews 
employee performance and awards ratings. 
 

Lindi is conducting the performance review/appraisal in an inappropriate manner by simply assigning 
ratings to each employee without inviting their inputs and opinions regarding their performance 
  

 

 

Central tendency - This error occurs when employees are incorrectly rated near the average or middle of 
scale while the extremes are avoided. The result is that most of the employees are rated as average. This 
is also an intentional type of error and is mainly caused by the supervisors desire to play it save. 
 

 



 

 

The case study states that “all that Lindi knows about her subordinates’ performance are the sales figures, 
which depend more on the products offered and geographic territory covered than the individual effort and 
motivation of each sales person” (1 mark). This means that she is not sure whether they have the 
necessary skills and experience to perform better, or whether the subordinates’ performance is in line with 
the organisational goals or not (1 mark). This clearly indicates that the prerequisite stage (stage 1) is 
missing in the case study, in which the manager aligns employees’ goals and the unit’s goals with those 
of the organisation; and ensures that employees have the relevant skills, knowledge and experience to 
perform as expected (2 marks). 
 
The performance planning stage (stage 2), which aims to clarify the targets (outcomes) and behaviours 
expected of the employees is also missing (1 mark). The case study mentions that sales figures depend 
more on the products offered and geographic territory covered than the individual effort and motivation of 
each sales person (1 mark). This implies that the salespeople do not have the exact standards or sales 
targets against which their performance should be reviewed. In other words, there is no mention of Lindi 
meeting with subordinates to plan their performance in advance (2 marks). 
 
The case study states that Lindi claims that she does not see her subordinates in action because they are 
in the field visiting customers most of the time, which means she is not sure if they really executed their 
tasks as they are supposed to or not (2 marks). In other words, she is claiming that she is not sure whether 
employees did all they are expected of them to do in order to achieve the sales figures they reported. The 
performance execution stage (stage 3), during which employees embark on carrying out tasks assigned 
to them could also be absent (1 mark). 
 
The performance assessment (stage 4), which involves an evaluation of the extent to which the 
employees are on track regarding the set standards and targets, has also not taken place (2 marks). If 
this stage was present Lindi could use the performance review conducted at this stage as a basis for the 
end-of-the-year review, instead of guessing and assigning average scores to every employee (2 marks). 
 

•The performance renewal and re-contracting stage (stage 6), which involves the renewal of contracts 
(agreements) and revision of objectives and goals, does not take place in the case study. This stage 
depends on the other five stages (2 marks) and since the performance review is conducted in the absence 
of employees, there would be no input from employees as to how to improve performance in the next 
performance review cycle (2 marks). 
 

 

Performance is: 

❖ Evaluative: behaviour can be judged as negative, neutral or positive 

❖ Multidimensional: many different kinds of behaviour that can advance or hinder org goals 

 

Behaviours should be evaluative. This means they must be able to be judged as negative, neutral or 
positive for individual or organisational effectiveness.  
 



Behaviours should be multidimensional, which means there should be many different types of behaviours 
to be measured whether they have the capacity to advance or hinder organisational goals.  
 
If they ask this: 
Achieving results is always associated directly with having displayed the correct behaviours. Therefore, 
option d is correct. 
 

 

 

 

IGNORE – NOTE PART MODULE ANYMORE 

 

Economic Objective  
 
Performance-related rewards increase employee task motivation and work efforts increase and therefore 
also the desired outcomes 
•  Increasing task motivation: motivate greater work effort per unit of time worked – translate into 

increased labour productivity and reduced labour costs 
•  Altering Performance standard: using a combination of formal performance measurement and 

performance-contingent rewards to renegotiate pre-existing performance criteria or standards 
• Increasing labour cost flexibility: ie. Financial flexibility, using performance-contingent pay to vary 

pay levels and aggregate labour in line with changes over time in the organisation ie. Capacity to pay 
 
 
Cultural Objective  
 
Transformation of employee values, attitudes and behaviour so to elicit higher levels of organisational 
commitment, membership behaviour and/or organisational citizenship behaviour. 
 

 

 

 

 

Time constraints: Managers may be too busy gathering and documenting information about an employee’s 
progress toward his/her developmental goals. Consequently, too much time may elapse between the 
assignment of the activity and the manager’s checking on the employee’s progress. 
 
Situational constraints: Managers are often unable to observe employees as they engage in developmental 
activities and therefore may not have first-hand knowledge about their performance. For example, managers 
can’t observe whether an employee, enrolled in an online course, is an active participant during the course, a 
meaningful contributor or a passive learner. 
 
Activity constraints: When the developmental activity is highly unstructured, such as an employee reading a 
book, the manager may have to wait until the activity is completed to assess whether the activity has been 
beneficial or not. 



  

 

 

Coaching helps turn feedback into results, for that to happen, coaches need to do the following: 
 
•  Establish development objectives. The manager works jointly with the employees in creating the 

developmental plan and its objectives. 
 
•  Communicate effectively. The manager maintains regular and clear communication with employees 

about their performance, including both behaviours and results. 
 
•  Motivate employees. Managers must reward positive performance. When positive performance is 

rewarded, employees are motivated to repeat the same level of positive performance in the future. 
 
•  Document performance. Managers observe employee behaviours and results.  Evidence must be 

gathered regarding instances of good and poor performance. 
 
•  Give feedback. Managers measure employee performance and progress toward goals. They praise 

good performance and point out instances of substandard performance. Managers also help 
employees avoid poor performance in the future. 

 
•  Diagnose performance problems. Managers must listen to employees and gather information to 

determine whether performance deficiencies are the result of a lack of knowledge and skills, abilities, 
or motivation or whether they stem from situational factors beyond the control of the employee. 
Diagnosing performance problems is important because such a diagnosis dictates whether the course 
of action should be, for example, providing the employee with resources so that she can acquire more 
knowledge and skills or addressing contextual issues that may be beyond the control of the employee 
(e.g., the employee is usually late in delivering the product because he receives the parts too late). 

 
•  Develop employees. Managers provide financial support and resources for employee development 

(e.g., funding training, allowing time away from the job for developmental activities) by helping 
employees plan for the future and by giving challenging assignments that force employees to learn 
new things. 

 

 

 

A CSF provides a qualitative description of an element of the strategy in which the organisation has 

to excel in order to be successful. The CSF is quantified by a KPI. The use of CSFs and KPIs enables 

measurement, and thus control of strategic objectives. If performance indicators that measure the 

execution of the strategy and the creation of value are not included in the performance management 

process, it will remain unclear whether strategic objectives and value creation are being achieved. 
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Pay for performance aka Contingent Pay Plans 

A poor performance management system is in place. What happens when a CP plan is paired with a 
poorly designed, poorly implemented performance management system, one that includes biased ratings 
and the measurement of unrelated performance dimensions? This situation may lead some employees to 
challenge the CP plan legally. Also, rewarding behaviors and results that are not job related is likely to 



cause good performers to leave the organization. Finally, those who stay are not likely to be motivated to 
perform well. 
 
There is the folly of rewarding A while hoping for B.  What happens when the system rewards results 
and behaviors that are not those that will help the organization succeed? Employees are likely to engage 
in these often counterproductive behaviors when this behavior is what will earn them the desired rewards. 
One such example is the hope that executives will focus on long-term growth and environmental 
responsibility when, in fact, they are rewarded based on quarterly earnings.  Given this situation, what are 
these executives likely to do? Will they think in the long term or quarter by quarter? A second example is 
an organization that would like its employees to be more entrepreneurial and innovative, but it does not 
reward employees who think creatively. What are employees likely to do? Will they be innovative and risk 
not getting rewards, or will they continue to do things the old way? A third example is an organization that 
would like employees to focus on teamwork and a one-for-all spirit, but it rewards employees based on 
individual results. This happens in many professional sports teams. What are professional athletes likely 
to do? Will they pass the ball, or will they try to score themselves to improve their own individual statistics? 
 
Rewards are not considered significant. What happens when a CP plan includes pay increases and 
other rewards that are so small that they don’t differentiate between outstanding and poor performers? For 
example, what happens when the top performers receive a 5% pay increase and an average performer 
receives a 3% or 4% pay increase? In this context, rewards are not viewed as performance based rewards, 
and they do not make an impact. The message sent to employees is that performance is not something 
worth being rewarded. For rewards to be meaningful, they need to be significant in the eyes of the 
employees. Usually, an increase of approximately 12%–15% of one’s salary is regarded as a meaningful 
reward and would motivate people to do things they would not do otherwise. 
 
Managers are not accountable. What happens when managers are not accountable regarding how they 
handle the performance and the performance evaluation of their employees? They are likely to inflate 
ratings so that employees receive what the manager thinks are appropriate rewards. Similarly, employees 
may set goals that are easily attainable so that performance ratings will lead to the highest possible level 
of reward. In other words, when managers are not held accountable, rewards may become the driver for 
the performance evaluation instead of the performance evaluation being the driver for the rewards. 
 
There exists extrinsic motivation at the expense of intrinsic motivation. What happens when there is 
so much, almost exclusive, emphasis on rewards? Employees may start to lose interest in their jobs, which, 
in turn, can decrease motivation. In some cases, the extrinsic value of doing one’s job (i.e., rewards) can 
supersede the intrinsic value (i.e., doing the work because it is interesting and challenging). Sole emphasis 
on rewards can lead to ignoring the fact that employee motivation can be achieved not only by providing 
rewards but also by creating a more challenging, more interesting work environment in which employees 
have control over what they do and how they do it. 
 
Rewards for executives are disproportionately large compared to rewards for everyone else. In 
many organizations, executive rewards are disproportionately large compared to the rewards received by 
everyone else in the organization. A study conducted revealed that the compensation for these certain 
CEOs was more than 360 times that of their employees! Such a large difference, particularly when the 
performance of the organization is not stellar, can lead to serious morale problems. CEOs should be 
compensated according to their performance, and an important indicator of CEO performance is overall 
firm performance (e.g., stock price). 
 

 

 

  

 

It is important for a manager to realise that performance appraisal becomes a legal issue whenever it is used 
as the basis for an employment decision, including promotions, pay raises, selection for training 
programs, etc.  
 



The important concepts that are relevant in litigation related to performance management are: 
 

Employment at will: With this common law principle, the employer can end the employment relationship 
at any time. This type of relationship gives employers considerable latitude in determining whether, when 
and how to measure and reward performance. Thus, an employer could potentially end the relationship 
without documenting any performance problems. However, in South Africa the decision to terminate the 
employment contract is regulated in the Labour Relations Act of 1995. 
 
Negligence: Many organisations outline a performance management system in their employment manual, 
employment contract, or other materials. When the system is described in such documents, but the 
organisation neglects to implement and apply the system as described, legal problems can arise. 
 
Defamation: Defamation is the disclosure of untrue and unfavourable performance information that 
damages an employee’s reputation. The employee can then argue that the organisation defamed him/her 
if the employer makes false and libellous statements during the course of the performance evaluation, or 
negligently or intentionally communicates this information to a third party, such as a potential future 
employer, thus subjecting the employee to harm or loss of reputation. 
 
Misrepresentation: Misrepresentation is about disclosing untrue but favourable performance information, 
and this causes risk or harm to others. When, for instance, a past employer provides a glowing 
recommendation for a former employee whose services was actually terminated because of poor 
performance, that employer is guilty of misrepresentation. 
 
Adverse impact: In the context of employment, adverse impact (also called unintentional discrimination) 
occurs when the performance management system has an unintentional impact on a protected class 
(referred to as previously disadvantaged group in South Africa). This can happen, for instance, when 
women consistently receive lower performance ratings than men. 
 
Illegal discrimination: Illegal discrimination (also called disparate treatment) happens when raters assign 
scores differentially to various employees based on factors that are not performance related, such as race, 
nationality, or ethnic and national origin. Some employees then claim that they were intentionally treated 
differently because of their sex, age, ethnicity or disability status. 
 

 

 

 



 

The three (3) purposes of performance management applicable to the scenario are: 
 

•Administration purpose– from the information gathered from the performance management process 
managers can make decisions regarding promotions, demotions, training, salary adjustments etc. 
Karabo’s manager confronted her to tell her that she was failing. This information was gathered from 
her eight months’ performance. As a result, she was demoted and her salary was adjusted 
accordingly. 
 

•Developmental purpose – the information gathered during the performance management process 
can also be used to identify weaknesses, strengths and causes of performance deficiencies. 
This purpose applies in this scenario in that Karabo’s male colleagues were given opportunities for 
training in areas where they lacked skills. 
 

•Documentational purpose – performance management systems allows organisations to collect 
information that can be used for several documentational purposes, such as when an employee files 
a case of litigation against the organisation in the future. If the manager had documented Karabo’s poor 
performance information throughout the eight-month period, it would have been possible for him to justify 
the demotion. 
 
 
 
Strategic Purpose 

1. The first purpose of performance management systems is to help top management achieve 
strategic business objectives. By linking the organization’s goals with individual goals, the 
performance management system reinforces behaviors consistent with the attainment of 
organizational goals. Moreover, even if for some reason individual goals are not achieved, linking 
individual goals with organizational goals serves as a way to communicate what are the most 
crucial business strategic initiatives. 

2. A second strategic purpose of performance management systems is that they play an important 
role in the onboarding process.  Onboarding refers to the processes that lead new employees to 
transition from being organizational outsiders to organizational insiders. Performance management 
serves as a catalyst for onboarding because it allows new employees to understand the types of 
behaviors and results that are valued and rewarded, which, in turn, lead to an understanding of the 
organization’s culture and its values.   

 
Karabo received no support and opportunities like her male collegues and no proper onboarding took 
place.  She was just plainly ignored. This lead to litigation. 



 
 
Administrative Purpose 
 
A second function of performance management systems is to furnish valid and useful information for 
making administrative decisions about employees. Such administrative decisions include salary 
adjustments, promotions, employee retention or termination, recognition of superior individual 
performance, identification of poor performers, layoffs, and merit increases. Therefore, the 
implementation of reward systems based on information provided by the performance 
management system falls within the administrative purpose. For example, the government in Turkey 
mandates performance management systems in all public organizations in that country with the aim to 
prevent favoritism, corruption, and bribery and to emphasize the importance of impartiality and merit in 
administrative decisions 
 

Informational Purpose 
 
Performance management systems serve as an important communication device. First, they inform 
employees about how they are doing and provide them with information on specific areas that may need 
improvement. Second, related to the strategic purpose, they provide information regarding the 
organization’s and the supervisor’s expectations and what aspects of work the supervisor believes are 
most important. 
 

This was clearly not implemented as Karabo did not have any information sessions with her new 

manager, she was just ignored by her manager 

 
Developmental Purpose 
 
Feedback is an important component of a well-implemented performance management system. 
This feedback can be used in a developmental manner. Managers can use feedback to coach 
employees and improve performance on an ongoing basis. This feedback allows for the identification of 
strengths and weaknesses as well as the causes for performance deficiencies (which could be due to 
individual, group, or contextual factors). Of course, feedback is useful only to the extent that remedial 
action is taken and concrete steps are implemented to remedy any deficiencies. Feedback is useful only 
when employees are willing to receive it.  Organizations should strive to create a “feedback culture” that 
reflects support for feedback, including feedback that is nonthreatening and is focused on behaviors and 
coaching to help interpret the feedback provided.  Another aspect of the developmental purpose is that  
employees receive information about themselves that can help them individualize their career paths. Thus, 
the developmental purpose refers to both short-term and long-term aspects of development. 
 

If proper and correct feedback was given to Karabo she would not have been unhappy because she 

would have been informed and aware of progress.  The manager, after eight months of no feedback, just 

demoted her.  

 

Organizational Maintenance Purpose 
 
A fifth purpose of performance management systems is to provide information to be used in workforce 
planning. Workforce planning comprises a set of systems that allows organizations to anticipate and 
respond to needs emerging within and outside the organization, to determine priorities, and to allocate 
human resources where they can do the most good.  An important component of any workforce planning 
effort is the talent inventory, which is information on current resources (e.g., skills, abilities, promotional 
potential, and assignment histories of current employees). Performance management systems are the 
primary means through which accurate talent inventories can be assembled. 
 
Other organizational maintenance purposes served by performance management systems include 
assessing future training needs, evaluating performance achievements at the organizational level, and 
evaluating the effectiveness of HR interventions (e.g., whether employees perform at higher levels after 



participating in a training program). These activities cannot be conducted effectively in the absence of a 
good performance management system. 
 

Documentational Purpose 
 
Finally, performance management systems allow organizations to collect useful information that can 
be used for several documentation purposes. First, performance data can be used to validate newly 
proposed selection instruments. For example, a newly developed test of computer literacy can be 
administered to all administrative personnel. Scores on the test can then be paired with scores collected 
through the performance management system. If scores on the test and on the performance measure are 
correlated, then the test can be used with future applicants for the administrative positions. Second, 
performance management systems allow for the documentation of important administrative decisions. This 
information can be especially useful in the case of litigation. 
 

 

 

Yes, I agree. 
 
Karabo waited for eight months for her performance feedback. If the performance assessment stage had 
taken place, her manager should have met with her before reviewing her performance to check if she is 
on the right track and apply corrective measures to help her improve her performance, before demoting 
her. 

During the performance review/appraisal stage, the manager meets with the employee for feedback on 
how the employee is performing. 
 
This meeting never occurred in Karabo’s situation and thus stage 4 of the performance management 
process was not implemented or applied.  
 

 

 

 

The important concepts that are relevant in litigation related to performance management are: 
 

Employment at will: With this common law principle, the employer can end the employment relationship 
at any time. This type of relationship gives employers considerable latitude in determining whether, when 
and how to measure and reward performance. Thus, an employer could potentially end the relationship 
without documenting any performance problems. However, in South Africa the decision to terminate the 
employment contract is regulated in the Labour Relations Act of 1995. 
 
Negligence: Many organisations outline a performance management system in their employment manual, 
employment contract, or other materials. When the system is described in such documents, but the 
organisation neglects to implement and apply the system as described, legal problems can arise. 
 
Defamation: Defamation is the disclosure of untrue and unfavourable performance information that 
damages an employee’s reputation. The employee can then argue that the organisation defamed him/her 
if the employer makes false and libellous statements during the course of the performance evaluation, or 
negligently or intentionally communicates this information to a third party, such as a potential future 
employer, thus subjecting the employee to harm or loss of reputation.  
 
Defamation took place in the case of Karabo where her manager said she performed poorly 



 
Misrepresentation: Misrepresentation is about disclosing untrue but favourable performance information, 
and this causes risk or harm to others. When, for instance, a past employer provides a glowing 
recommendation for a former employee whose services was actually terminated because of poor 
performance, that employer is guilty of misrepresentation. 
 
Adverse impact: In the context of employment, adverse impact (also called unintentional discrimination) 
occurs when the performance management system has an unintentional impact on a protected class 
(referred to as previously disadvantaged group in South Africa). This can happen, for instance, when 
women consistently receive lower performance ratings than men. 
 
Illegal discrimination: Illegal discrimination (also called disparate treatment) happens when raters assign 
scores differentially to various employees based on factors that are not performance related, such as race, 
nationality, or ethnic and national origin. Some employees then claim that they were intentionally treated 
differently because of their sex, age, ethnicity or disability status. 
 
Karabo was illegally discriminated against because of her sex  
 
 

 

 

Evaluating human behaviour will always be a subjective process. Rater’s memories are fallible and their 

ratings are done according to their own sets of preferences, expectations, relationship with the employee 

and personal objectives. The information used for evaluation will never be totally complete and accurate, 

and sometimes the performance criteria are not clearly specified.  It might be difficult to avoid such error 

because managers are not aware that they are making errors. 

The rater error in Karabo’s situation is: 
 
Stereotyping - Stereotyping occurs when thee appraiser has an oversimplified view of individuals based 
on group membership, making judgments about a group of people, instead of openly identifying the 
features of the individual 
 

 

 

To avoid a feeling of resentment from employees and encourage performance improvement, 

Cascio (2006:358-360) suggests the following activities before, during and after the 

performance feedback interview. 

1. Communicate frequently with employees about their performance 

2. Get training in performance feedback and performance appraisal interviewing 

3. Encourage subordinates to prepare 

4. Encourage participation 

5. Judge performance, not personality 

6. Be specific, and be an active listener 

7. Avoid destructive criticism 

8. Set mutually agreeable goals 

9. Continue to communicate and assess progress towards goals regularly 

10. Make organisational rewards in line with performance 
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There is the folly of rewarding A while hoping for B.  What happens when the system rewards results 
and behaviors that are not those that will help the organization succeed? Employees are likely to engage 
in these often counterproductive behaviors when this behavior is what will earn them the desired rewards. 
One such example is the hope that executives will focus on long-term growth and environmental 
responsibility when, in fact, they are rewarded based on quarterly earnings.  Given this situation, what are 
these executives likely to do? Will they think in the long term or quarter by quarter? A second example is 
an organization that would like its employees to be more entrepreneurial and innovative, but it does not 
reward employees who think creatively. What are employees likely to do? Will they be innovative and risk 
not getting rewards, or will they continue to do things the old way? A third example is an organization that 
would like employees to focus on teamwork and a one-for-all spirit, but it rewards employees based on 
individual results. This happens in many professional sports teams. What are professional athletes likely 
to do? Will they pass the ball, or will they try to score themselves to improve their own individual statistics? 
 
Individual rewards thus do not foster cooperation and teamwork but creates division because of 
competition and self-enrichment.  
 

 

 



 

 

 

Stage1:  Prerequisite stage 

• Knowledge of organization’s mission and strategic goals 
o Link organization’s strategic plans, unit strategic plans, job descriptions, individual & team 

performance 
▪ Mission – Statement of what the organization is all about 
▪ Vision – Statement of where the organization intends to be in the long run, e.g. 10 

yrs. 
▪ Goals – Statement of what organization hopes to achieve in the medium – long 

range period (e.g. in next 3-5 yrs.) 
▪ Strategies – Description of game plans or the how-to procedure in its endeavor to 

fulfil the mission, vision and goals. Can address issues of growth, survival, 
turnaround, stability, innovation and leadership 

• Knowledge of relevant job 
o Job analysis 

▪ Process of determining the key components of a particular job, incl. activities, 
tasks, products and processes 

o Job analysis to obtain information on the task to be carried out and required 
▪ Knowledge 
▪ Skill 
▪ Abilities 



o Obtain information through observation, interview and questionnaire  
o Result in: 

▪ Job description – summaries job duties, KSAs and working conditions of specific 
job 

▪ Job specification 
o Alignment with organizational & departmental goals with individual goals by knowledge of 

different jobs in organization. 
o Obtain knowledge of jobs by conducting job analysis & developing job descriptions 
o  Employees can then see impact their contributions have on the success of the 

organization as a whole. 
 

Stage 2:  Performance planning 

• Planning between manager and employee – knowledge of performance management system 
o What needs to be done? (Required results) 
o How? (Required behavior) 
o Development 

1.1. Results 
o What needs to be done/ outcomes employee need to produce. 
o Includes: 

▪ Key accountabilities – areas for which employee is responsible (job description) 
▪ Specific objectives employee needs to achieve 

• Desired level of performance 
▪ Performance standards 

• Minimum acceptable level of performance 
1.2. Behavior 

• How a job is done 

• Important – employee may not have control over results, but can control own behavior 

• Includes discussion of competencies (measurable clusters of KSAs) 

•  
1.3. Developmental Plan 

• Identify areas which need improvement 
o Strengths and weaknesses 

• Set goals to achieve each area to be improved – action plan 

• Required components 
o Description of developmental objectives 
o Activities to be carried out to achieve objectives, inch resources/support required 
o Date of completion 

 
Stage 3:  Performance execution 

• Employees have primary responsibility & ownership 

• Primary responsibilities of employees 
o Commitment to goal achievement 

▪ Involve employee when organizational goals are set 
▪ People tend to work hard if goals are clear 
▪ Employees should know how their contributions will lead to achievement of 

organizational goals – link job descriptions to organizational goals. 
o Ask for on-going performance feedback & coaching 
o Communication with manager 
o Collecting & sharing performance information 

• Manager responsibilities 
o Observation & documentation – keep track of employee performance 
o Updates if goals change 
o Feedback on regular basis 
o Resources – ensure that employees are equipped with resources & opportunities to 

participate in development plan – supplies & funding 
o Reinforcement – outstanding performance is noticed by reinforcing effective behavior. 

Regular feedback on negative performance - remedy 
 
Stage 4:  Performance assessment 

• Employee & manager responsible for evaluating extent desired behavior & results achieved 



• Evaluation of extent – developmental goals achieved 
 
 
Stage 5:  Performance review 

• Meeting between employee & manager to review their assessment of employee’s performance – 
formal appraisal meeting (e.g. midyear review) 

• Steps: 
o Identify what the employee did well and poorly – cite specific behavior 

▪ Encourage good behavior by recognition and praise 
▪ Address instances of poor performance 

o Ask feedback from employee about these types of behavior. Listen to reaction & 
explanations 

o Discuss implications of changing or not changing. 
o Explain to employee how skills used in past achievements can assist in overcoming 

current performance challenges 
o Agree on action plan 

▪ Employee encouraged to provide solutions that will lead to performance 
improvement. 

o Schedule follow-up meeting & agree on behavior, actions and attitudes to be evaluated. 
 
Stage 6:  Performance renewal and re-contracting 

• Use insights & information obtained in previous stages to plan 
o Prerequisite 

▪ What goals were initially set? Were they clear? 
▪ How are individual job descriptions linked to goals? Can it be improved? 

o Performance planning 
▪ Review behavior, results and developmental plans. Can it be improved? 

o Performance execution 
▪ Review obstacles which prohibited employees from achieving targeted 

performance 
o Performance assessment 

▪ Depends on type of assessment received. 
▪ If on track – encourage to continue 
▪ If not – suggestions to improve 

o Performance review 
▪ Rewards or additional training 
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The coaching process:  
 

 Step 1: Setting developmental goals. 
 Step 2: Identifying resources and strategies that will help the employee achieve the 

 developmental goals. 
 Step 3: Implementing the strategies that will allow the employee to achieve the developmental 

 goals. 
 Step 4: Observe and Document Developmental Behaviour. Collecting and evaluating data to assess 

 the extent to which each of the developmental goals has been achieved. 
 Step 5: The coach provides feedback to the employee, and based on the extent to which each of 

 the goals has been achieved, the developmental goals are revised and the entire process starts 
 again. 

 

 

 

Consider the following constraints that managers might experience in attempting to observe an employee’s 
performance regarding developmental activities: 
 
• Time constraints. Managers may be too busy to gather and document information about an employee’s 
progress toward his developmental goals. Consequently, too much time may elapse between the 
assignment of the activity and the manager’s checking on the employee’s progress. 
 
• Situational constraints. Managers are often unable to observe employees as they engage in 
developmental activities and therefore may not have firsthand knowledge about their performance. For 
example, managers do not observe the extent to which an employee enrolled in an online course is an 
active participant and contributor or is a passive learner. 
 
• Activity constraints. When the developmental activity is highly unstructured, such as an employee’s 
reading a book, the manager may have to wait until the activity is completed to assess whether the activity 
has been beneficial. 

Set Developmental 
Goals 

Identify Developmental 
Resources and 

Strategies 

           Implement 
         Strategies 

Observe and Document 
Developmental Behaviour 

Give Feedback 



 

 

IGNORE – NOT PART OF MODULE SCOPE ANYMORE 

 

 

 

Critical success factors (CSFs) refer to factors in the performance management system that 
provides a qualitative description of an element of the strategy in which the organisation has to 
excel in order to be successful.  
 
Key performance indicators (KPIs) are factors used to quantify and make CSFs measurable. If 
performance indicators, that measure the execution of the strategy and the creation of value, are 
not included in the performance management process, it will remain unclear whether strategic 
objectives and value creation have been achieved. 
 
Many of the intangible assets are not included in the formal reporting of the organisation, because 
most of these systems were built to report financial information. 
 
Therefore, the introduction of CSFs and KPIs provides a solution to this problem as they combine 
non-financial leading indicators with financial lagging indicators in one system. 
 
This way it offers management a balanced view of the organisation’s performance, and a means 
to check whether the organisation’s strategy is being executed successfully. The use of critical 
success factors and key performance indicators enables measurement, and thus control of 
strategic objectives. 
 
Each CSF must thus have a DPI linked to it to make it measurable. But, for each CSF, no more 
than three key performance indicators should be developed. This is to limit the amount of 
information, development time and costs, and to make sure that only relevant information is 
included in management reports; A CSF is also a qualitative notion that describes in words how 
a certain objective can be measured.  It can therefore 
never be quantitative (a number or a percentage). 
 
In any business there are a number of things that have to be in place and working well if the 
business is to achieve its goals. These are the critical success factors (CSFs).    
 
There might be many day to day tasks that need to be done. But if the CSFs are missing or 
underperforming, the goals will not be achieved.  
 
Key performance indicators (KPIs) are the way to measure whether the CSFs are working.  
 
Using CSFs and KPIs helps a business stay focused on the key actions that will keep it on track 
to achieving its goals.  
 
The best way to start to understand critical success factors (CSFs) and key performance 
indicators (KPIs) is to see some examples. Also included in the examples below is the idea of 
targets. These are the level of performance that is needed to reach the goals. The examples 



also include SMARTT goals. SMARTT stands for specific, measurable, achievable, relevant, 
targeted and time framed. 
 

 

The results approach is most appropriate under the following circumstances:  
• Workers are skilled in the needed behaviour  
• Behaviour and results are obviously related  
• Results show consistent improvement over time  
• There are many ways to do the job right  

 
The results approach is most appropriate under the following circumstances: 
 
• Workers are skilled in the needed behaviors. An emphasis on results is appropriate when workers 
have the necessary knowledge and skills to do the work. In such situations, workers know what specific 
behaviors are needed to achieve the desired results and they are also sufficiently skilled to know what to 
do to correct any process-related problems when the desired results are not obtained.  Consider the 
example of a professional basketball player. A free throw is an unhindered shot made from the foul line 
and is given to one team to penalize the other team for committing a foul. Free throw shooting can make 
the difference between winning and losing in a close basketball game. Professional players know that 
there is really no secret to becoming a great free throw shooter: just hours and hours of dedicated practice 
besides actual basketball play. In assessing the performance of professional basketball players, the free 
throw shooting percentage is a key results-oriented performance indicator because most players have the 
skills to do it well. It’s just a matter of assessing whether they do it or not. 
 
• Behaviors and results are obviously related. In some situations, certain results can be obtained only 
if a worker engages in certain specific behaviors. This is the case of jobs involving repetitive tasks such 
as assembly-line work or newspaper delivery. Take the case of a person delivering newspapers. 
Performance can be measured adopting a results approach: whether the newspaper is delivered to every 
customer within a particular time frame. For the employee to obtain this result, she needs to pick up the 
papers at a specific time and use the most effective delivery route. If these behaviors are not present, the 
paper will not be delivered on time. 
 
• Results show consistent improvement over time. When results improve consistently over time, it is 
an indication that workers are aware of the behaviors needed to complete the job successfully. In these 
situations, it is appropriate to adopt a results approach to assessing performance. 
 
• There are many ways to do the job right. When there are different ways in which one can do the tasks 
required for a job, a results approach is appropriate. An emphasis on results can be beneficial because it 
could encourage employees to achieve the desired outcomes in creative and innovative ways. 
 



 

 

In the review process poor performance is detected, highlighted and employee must be made aware of 
what will happen if poor performance continues. An action plan must be determined during this stage to 
correct this and adequate time be provided for correcting the poor performance.  All these steps are 
essential otherwise an employ dismissed for poor performance will be seen as unfair dismissal if these 
steps did not take place. 
 
 
Appraisals should be discussed openly with employees. Companies should provide counselling and 
corrective guidance to help poor performers improve their performance. Bear in mind that employees could 
be transferred to other positions that suit their abilities better. 
 
Performance management should thus not be used unethically to try and get rid of employees.  It must be 

used to highlight good or under performance and then used to identify and eliminate the reasons for poor 

or under performance.  

Negligence. Many organizations outline a performance management system in their employee manual, employment 

contract, or other materials. When the system is described in such documents and not implemented as described, 

legal problems can arise. For example, there may be a description of how frequently appraisals take place, or how 

frequently supervisors and employees are to meet formally to discuss performance issues. If an employee receives 

what she believes is an unfair performance evaluation and the system has not been implemented as was expected, 

she may be able to challenge the system based on negligence on the part of the organization. 

 

Employment at will. In employment at will, the employer or employee can end the employment relationship at any 

time. This type of employment relationship gives employers considerable latitude in determining whether, when, 

and how to measure and reward performance. Thus, an employer could potentially end the employment 

relationship without documenting any performance problems. There are two exceptions regarding an 

organization’s ability to terminate an employee under these circumstances. First, there may be an implied contract 

derived from conversations with others in the organization or from information found in the company’s 

documentation (e.g., employee handbook) indicating that employees would be terminated for just cause only. 

Second, decisions about terminating an employee should consider a potential violation of public policy. 

 

 

 

 

 

 



 

 

 

 

 

 Risk of litigation  

 

 

 

 

 

Administrative Purpose 
 
A second function of performance management systems is to furnish valid and useful information for 
making administrative decisions about employees. Such administrative decisions include salary 
adjustments, promotions, employee retention or termination, recognition of superior individual 
performance, identification of poor performers, layoffs, and merit increases. Therefore, the 
implementation of reward systems based on information provided by the performance 
management system falls within the administrative purpose. For example, the government in Turkey 
mandates performance management systems in all public organizations in that country with the aim to 
prevent favoritism, corruption, and bribery and to emphasize the importance of impartiality and merit in 
administrative decisions 
 



These organisations can use the administrative purpose to ensure proper steps and procedures was 
followed to identify poor performance and to correctly handle termination and layoffs with adequate paper 
trails and documented proof to ensure it does not lead to litigation.  

 

 

 

There is the folly of rewarding A while hoping for B.  What happens when the system rewards results 

and behaviors that are not those that will help the organization succeed? Employees are likely to engage 

in these often counterproductive behaviors when this behavior is what will earn them the desired rewards. 

One such example is the hope that executives will focus on long-term growth and environmental 

responsibility when, in fact, they are rewarded based on quarterly earnings.  Given this situation, what are 

these executives likely to do? Will they think in the long term or quarter by quarter? A second example is 

an organization that would like its employees to be more entrepreneurial and innovative, but it does not 

reward employees who think creatively. What are employees likely to do? Will they be innovative and risk 

not getting rewards, or will they continue to do things the old way? A third example is an organization that 

would like employees to focus on teamwork and a one-for-all spirit, but it rewards employees based on 

individual results. This happens in many professional sports teams. What are professional athletes likely 

to do? Will they pass the ball, or will they try to score themselves to improve their own individual statistics? 

 
Individual rewards thus do not foster cooperation and teamwork but creates division because of 
competition and self-enrichment.  
 

So rewarding individual performance and hoping for teamwork spirit among team members will not be 

successful.  

 

 

Trait approach 

Emphasis the individual performer and ignores the specific situation, behavior and results. The problem 

with this is that traits are not under the control of individuals and the fact that an individual possess a 

certain trait does not mean that this trait will necessarily lead to desired results or behavior.  This approach 

is not fair on employees.  

Example: 

Trait approach can be fruitful: as part of its business strategy, an org may anticipate drastic structural 

changes that will lead to the reorganization of most functions and the resulting reallocation of employees. 

In such a circumstance, it may be useful to assess the traits possessed by the various individuals so that 

far and appropriate decisions are made regarding the allocation of resources across the newly created 

organization. In most organizations performance is not measured using the trait approach. 

 

Behavioral approach 

This approach emphasizes what an employee does on the job and does not consider employees traits or 

the outcomes resulting from their behavior.  This is a process-orientated approach that emphasizes how 

an employee does the job. 

This approach is most appropriate when: 



❖ The link between behavior and results is not obvious 
❖ Outcomes are attained in the distant future 
❖ Poor results are due to causes beyond the performers control 

 
Example: consider a situation involving two assembly-line workers, one of them working day shift and the 
other night shift. When the assembly line gets stuck due to technical problems, the employee working 
during the day receives immediate technical assistance, so the line is back in motion in less than five 
minutes. But the night shift employee has very little technical support and therefore, when the assembly 
line breaks down, it takes about 45 minutes for it to be up and running. If we measured results, we would 
conclude that the performance of the day-shift employee is far superior to that of the night-shift employee, 
but this would be incorrect. Both may be equally competent and do the job equally well. The results are 
uneven because they depend on the amount and quality of technical assistance they receive when the 
assembly line is stuck 
 

Results approach 

This approach emphasizes the outcomes and results produced by the employee.  Bottom line approach. 

It does not consider the traits that an employee may possess. 

The results approach is most appropriate under the following circumstances: 

❖ Workers are skilled in the needed behaviour (e.g. appropriate when workers have the necessary 
knowledge and skills to do the work) 

❖ Behaviour and results are obviously related (e.g. certain results can be obtained only if worker 
engages in certain specific behaviors) such as a line-worker involving repetitive work. 

❖ Results show consistent improvement over time (when results improve consistently over time it 
shows that workers are aware of behaviors needed to complete job) 

❖ There are many ways to do the job right (when there are different ways in which one can do the 
task required) 
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Risks / Disadvantages 

• Negative feedback can hurt an employee’s feeling, particularly if those giving the feedback (for 
example, the rest of the Rest in peace assured plc employees) do not offer their comments in a 
constructive way.  This can have a negative impact on Dipuo’s feelings who has a clean record 
and might think that she is doing well 



• Since the 360-degree appraisal system was never implemented before, it is likely to lead to positive 
results only if the Rest in Peace Assured plc’s employees feel comfortable with the system and 
believe they will be rated honestly and treated fairly. User acceptance is an important determinant 
of the system’s success. 

• When only a few raters are providing the information, say two or three, it may be easy for the Dipuo 
to identify who the raters are. When anonymity is ensured it minimises rating inflation, but when 
rater-anonymity is compromised, raters are more likely to distort the information they provide. So 
if they think Diquo will be able to identify them they will not be honest.  

• Implementing a 360-degree feedback system should not be a one-time-only event. The system 
should be in place and data collected over time on an ongoing basis.  Administering the system 
only once will not be as beneficial as administering the system repeatedly.  So once of rating will 
not be adequate to determine Diquo’s ongoing performance 

• Raters may become overloaded with forms to fill out because they need to provide information on 
so many individuals (peers/other team members).  This may cause work being neglected at Rest 
in Peace Assured plc because people are frequently busy rating each other.  
 

 

 

 

 

According to Anguinis (2009), a combination of 3 factors allows some people to perform at a higher level 

than others: 

Declarative Knowledge: Information about facts and things, including information regarding a given 
task’s requirements, labels, principles and goals  
 
Procedural Knowledge: Combination of knowing what to do and how to do it, including cognitive, 
physical, perceptual, motor and interpersonal skills.  
 
Motivation: Involves 3 types of choices  

❖ Expend effort (“I will go to work today”)  

❖ Level of effort (“I will put in my best effort at work” vs “ I will not try very hard)  

❖ Persist in the expenditure of that level of effort (“I will give up in a little while” vs “I will persist no matter 

what”).  
 
Anguinis further identifies the following 3 aspects as factors affecting determinants of performance:  

❖ The employees (abilities and previous experience)  

❖ HR Practice  

❖ The work environment  

 
These three factors should basically serve as a point of departure when managers address performance 

problems. This means that managers must first identify which of these factors is hampering performance 

and then help employees improve their performance. 

In order for performance to reach high levels, all three determinants of performance must be present. In 
other words, these three determinants have the following 
multiplicative relationship: 
 
Performance = declarative knowledge x procedural knowledge x motivation. If any of the determinants 
has a value of 0, then the performance also has a value of 0. 
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The halo effect occurs when managers fail to distinguish between different aspects of performance being 
rated. If an employee receives a high score on one dimension, he/she also receives a high score on 
other dimensions even though performance may not be the same across all dimensions. 
 

e.g if employee A is very good at administrative duties and all admin is perfectly done and up to date, he 

obtains a good score for that.  But on some of the other areas e.g. the technical aspects employee A is 

not so good.  But the manager just see how good employee A is with admin and scores him high on all 

aspects of his goals/functions.  

 

 

 

 

The main reasons for introducing pay-for-performance rewards can be summarised as follows: 

• To support strategic objectives. When employees earn rewards for meeting specific organisational 

goals, those goals are likely to be achieved. 

• Managing labour cost. Incentives are a form of variable pay. When profits are up, money can be 

spent on rewarding employees with lump sum payments. If profits go down, the employer is not obligated 

to spend money on incentive pay. 

• Attracting, retaining and motivating talent. By paying for performance, a company signals that it is 

interested in employees who want to be paid for good performance. This is more likely to attract good 

rather than poor performers. Once employees have been hired, performance-based pay can influence 

employee satisfaction and their decisions to stay or leave. The more valence an incentive has, the more 

highly performance is motivated. 

 

 

 

 

Job analysis refers to a process of determining the key components of a particular job, including activities, 
tasks, products and processes. During the process of job analysis we are actually studying the activities, 
tasks, products and processes involved in a specific job. Once we have gathered the information about 



the specific job, we then present this information in the form of a job description. In other words, a job 
description is a result of the job analysis process. 
 

The performance planning stage This is the stage during which the manager communicates to the 
employees the results and behaviors expected from them. The manager and the employee then also agree 
upon a development plan for the employee. The omission of this stage would therefore result in the 
manager not being able to measure the employee‘s performance. When the employees have no idea what 
the expected level or standard of performance should be, they would also not know if they are performing 
on that level or standard 
 

Coaching is a collaborative, ongoing process in which a manager interacts with his/her employees and 
takes an active role and interest in their performance. Coaches need to attend to the activities such as 

• statements establish development objectives 

• communicate effectively 

• document performance 

• diagnose performance problems 
in order to turn feedback into results. During the performance planning stage of the performance 
management process, the manager and the employee set, discuss, and agree on performance standards. 
 

During the performance review stage the employee and the manager/supervisor meet to review the 
employee’s assessment. This meeting is usually called the appraisal meeting or discussion, during which 
the employee receives feedback on his/her performance. 
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Work or service teams are aligned with the departmental units. They are also known as process teams. 
These intact teams are engaged in routine tasks, including service tasks. In most cases such teams will 
involve multiskilling, with each team member cross trained to be able to undertake all of the work done by 
the team. 
 
Network teams focus on governmental regulatory needs as they relate to public service providers, 
because of the close relationship with local government entities. These teams include members who are 
not constrained by time or space and members who are not limited by organisational boundaries.  Usually, 
team members are geographically dispersed and stay in touch via telecommunications technology such 
as e-mail, videoconferencing, and of course, telephone. Their work is extremely non-routine. Network 
teams usually include a combination of temporary and full-time workers, customers, vendors, and even 
consultants. 
 
Project teams are assembled on an ad-hoc basis, to work on various projects originating from network 
teams. These teams are assembled for a specific purpose and are expected to disband as soon as their 
specific tasks have been completed. Their tasks are outside the core production and operational areas of 
the organisation and therefore not as routine as those of work or service teams. Project teams include 
members from different functional areas who may not know each other’s specialties and, therefore, are 
highly dependent on one another’s high level of specific knowledge and usually sophisticated skill sets. 
Project teams also have a high degree of autonomy. While membership will be on a full-time basis, the 
team’s existence may range from short-term to virtually permanent, depending on the nature and the 
recurrence of the project work. 
  

ISMS has Work or service teams. 
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Critical Success Factor 
 
A critical success factor (CSF) is a management term for an element that is necessary for an 
organisation to achieve its mission. It is a critical factor or activity required for ensuring the success of a 
company. Critical success factors are elements that are vital for a strategy to be successful, and these 
elements drive the strategy forward. Generally, a CSF provides a qualitative description of an element of 
the strategy in which the organisation has to excel in order to be successful. 
 
Critical success factors (CSFs) have to meet the following criteria: 

• A CSF is never quantitative. 

• CSFs are clear and concise. 

• Each objective should be measured with no more than two effort CSFs. For each CSF, no more 
than three key performance 

• indicators should be developed. This is to limit the amount of information, development time and 
costs, and to make sure that only relevant information is included in management reports;  

• A CSF is also a qualitative notion that describes in words how a certain objective can be 
measured. It can therefore never be quantitative (a number or a percentage). 

 

Key Performance Indicators 

Key performance indicators (KPIs), on the other hand, are measures that quantify strategic objectives 
along with a target, and that enable the measurement of strategic performance. 
 
Examples of CSFs and KPIs: 

• CSF = Installation of a call centre for providing superior customer service (and, indirectly, 
 acquiring new customers through customer satisfaction). 

• KPI = Number of new customers (measureable, quantifiable) + Target = 10 per week (KPI 
 reached if 10 or more new customers). 

CSFs and KPI’s role in the Performance Management System 

CSFs and KPIs are used as a planning mechanism in the Performance management system. 

Critical success factors (CSFs) refer to factors in the performance management system that provides a 
qualitative description of an element of the strategy in which the organisation has to excel in order to be 
successful. Key performance indicators (KPIs) are factors used to quantify and make CSFs measurable. 
If performance indicators, that measure the execution of the strategy and the creation of value, are not 
included in the performance management process, it will remain unclear whether strategic objectives and 
value creation have been achieved. 
 
Many of the intangible assets are not included in the formal reporting of the organisation, because most 
of these systems were built to report financial information. 
 
Therefore, the introduction of CSFs and KPIs provides a solution to this problem as they combine non-
financial leading indicators with financial lagging indicators in one system. This way it offers management 
a balanced view of the organisation’s performance, and a means to check whether the organisation’s 
strategy is being executed successfully. The use of critical success factors and key performance indicators 
enables measurement, and thus control of strategic objectives. 
 



The use of CSFs and KPIs enables measurement in the strategic performance management process, and 
thus control of strategic objectives. If these performance factors and indicators that measure the execution 
of the strategy and the creation of value, are not included in the performance management process, it will 
remain unclear whether the strategic objectives and value creation are being achieved or not. 
 

Critical success factors (CSFs) refer to factors in the performance management system that provides a 
qualitative description of an element of the strategy in which the organisation has to excel in order to be 
successful.  
 
Key performance indicators (KPIs) are factors used to quantify and make CSFs measurable. If performance 
indicators, that measure the execution of the strategy and the creation of value, are not included in the 
performance management process, it will remain unclear whether strategic objectives and value creation have 
been achieved. 
 
Many of the intangible assets are not included in the formal reporting of the organisation, because most of these 
systems were built to report financial information. 
 
Therefore, the introduction of CSFs and KPIs provides a solution to this problem as they combine non-financial 
leading indicators with financial lagging indicators in one system. 
 
This way it offers management a balanced view of the organisation’s performance, and a means to check 
whether the organisation’s strategy is being executed successfully. The use of critical success factors and key 
performance indicators enables measurement, and thus control of strategic objectives. 

 

 

 

 

 

Yes it is true.  
 
An exclusive emphasis on results can give a skewed picture of employee’s performance. Behaviour or 
how a job is done constitutes an important component of the planning stage. This is because for some 
jobs it may be difficult to establish precise objectives and standards; employees may have control over 
how they do their jobs but not over the results of their behaviour. A consideration of behaviour includes 
discussing competencies, which are measurable clusters of KSAs that are critical in determining how 
results will be achieved, e.g: customer service, written or oral communication and creative thinking.  
Performance planning in this case is essential.  And behaviours should be given more importance than 
results.  
 
And for this the Behaviour approach would be most suitable approach to use.  
 

 



 

 

The link between behaviors and results is not obvious. Sometimes the relationship between behaviors 
and the desired outcomes is not clear. In some cases, the desired result may not be achieved in spite of 
the fact that the right behaviors are in place. E.g, a Sarah who finds it difficult to reach her monthly target 
due to recession. In other cases, results may be achieved in spite of the absence of the correct behaviors. 
For example, a pilot may not check all the items in the preflight checklist but the flight may nevertheless 
be successful (i.e., take off and land safely and on time). When the link between behaviors and results is 
not always obvious, it is beneficial to focus on behaviors as opposed to outcomes. 
 
Outcomes occur in the distant future. When the desired results will not be seen for months, or even 
years, the measurement of behaviors is beneficial. Take the case of E.g. a NASA mission which from 
launching to landing could take six months to complete. In this circumstance, it is certainly appropriate to 
assess the performance of the engineers involved in the mission by measuring their behaviors in short 
intervals during this six-month period rather than waiting until the final result (i.e., successful or 
unsuccessful landing) is observed. 
 
Poor results are due to causes beyond the performer’s control. When the results of an employee’s 
performance are beyond the employee’s control, it makes sense to emphasize the measurement of 
behaviors.  E.g. assembly-line workers working days shift and night shift and receiving different levels of 
assistance which influences their performance differently. Both employees may be equally competent and 
do the job equally well. The results produced by these employees are uneven because they depend on 
the amount and quality of technical assistance they receive when the assembly line is stuck. 
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Policies act as general guidelines that help to focus organisational actions. The important role of policies 
requires that they be reviewed regularly. 

 



 

 

 

It is advised that the library management undergo a process of job analysis refers to a process of 
determining the key components of a particular job, including activities, tasks, products, and processes.  
Employers and employees only understand the jobs by conducting the job analysis and develop job 
specifications that clarify the level of experience, skills, and qualification required to perform certain duties.  
Job descriptions should be developed emanating from the job analysis process, which clarifies the duties 
of each position in the organisation and will link the positions to the organisational and departmental goals.  
This will result in employees carrying out their duties knowing clearly what impact their contributions have 
on the success of the organisation as a whole. The process of job analysis forms a basis for managers 
during the performance review period in that the knowledge of a specific job will give managers a clearer 
reference of what was expected per employee, whether such employee carried out the duties, and 
consequently, be able to decide on the correct rating. A job analysis is commonly done by way of 
observation, interview an questionnaire.  

 
 

 

 

  

 



 

The four components of Perfomance Management which have not been implemented by BALME Library 
are: 
 

Prerequisites:  Knowledge of the organisations Mission and strategic goals.  Knowledge of the job in 
question.  During the prerequisites stage employees get clarity on exactly what tasks are involved in their 
jobs. It also helps employees to know if they possess the required skills and knowledge required in their 
jobs.  In the case study of Balme Library it is clear that the Prerequisite component have not been 
implemented because the case study highlights that there is no evidence that the employees know exactly 
what tasks they have to do to carry out their jobs. They are not even sure if they have the skills and 
knowledge required for their jobs. 
 
Performance Planning:  During this stage the manager and the employee meet to discuss, and agree 
upon, what needs to be done and how it should be done. This step also includes a discussion about results 
and behaviours, as well as a developmental plan. The discussion will include setting key accountabilities, 
specific objectives and performance standards.  Its clear that the performance planning component has 
not been implemented because the Balme Library case study stipulate that there is no evidence that the 
managers have worked with the employees to set out mutually agreed-upon goals.  It also states that the 
forms that are used to rate the employees contain vague statements, such as “general behaviour.” The 
forms have no definition of “general behaviour,” nor do they have examples that explain to the employees 
(and managers) what will lead to a high or low rating in this category.  It should be specific objectives and 
standards per employee.  Instead they are rated using the same form, regardless of their job 
responsibilities 
 
Performance assessment – both the employee and the manager are responsible for evaluating the extent 
to which the employee has displayed the desired behaviours and whether the desired results have been 
achieved. This includes an evaluation of the extent to which the goals stated in the development plan have 
been achieved.  This component has not been implemented by Balme Library because there is no 
evidence that the managers consulted the employees at some point to ensure that they are on the right 
track. The employees are not sure that what they are doing is what is expected of them. 
 
Performance review - the employee and the manager/supervisor meet to review the employee’s 
assessment. This meeting is usually called the appraisal meeting or discussion, during which the employee 
receives feedback on his/her performance.  The review component has not been implemented and this is 
clear because there are no formal or informal discussions of the performance results and follow-up steps 
after the subordinates and managers have completed their forms.  
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Answer also prepared for more points 
 
The 360-degree appraisal is a multi-source evaluation and it usually uses information  collected 
anonymously.  It is thus save to give an honest feedback without being  scared of victimisation 
afterwards. 

 

Performance information is collected from more than one source, and it is thus possible that there will be 
some overlap in the dimensions measured.  Eg. The Library managers subordinates and his direct superior 



e.g the Deputy Director may rate him on the competency “communication.” In addition to the overlapping 
dimensions across sources, each source is likely to evaluate performance dimensions that are unique to 
each source. For example, subordinates may evaluate “delegation,” but this competency may not be 
included on the form used by the direct supervisor, he may rather rate him on feedback for example. Once 
the competencies and results that need to be measured are identified for a particular position, a decision 
needs to be made regarding which source of information will be used to assess each dimension. Of course, 
it is likely that there will be some overlap, and some dimensions will be rated by more than one source (e.g 
subordinates and fellow managers). Regardless of the final decision, it is important that employees take 
an active role in deciding which sources will rate which dimensions. Because are actively involved in the 
rating process they will be more likely to accept the outcomes and will trust the system as it will be seen 
as a fair system. 
 
 
Scholars for Canada found that when employees can select raters, they select those they think are most 
acquainted with their work as opposed to how much they like them and how much they think the raters 
like them.   
 

The ratings are not necessarily the same.  Different sources disagreeing about an employee’s performance 
is not necessarily a problem. E.g when an employee rates himself it will not necessarily be similar to the 
ratings he got from his supervisor.  This will highlight possible misunderstandings regarding the nature of 
performance or expectations.   
 
Also, those rating the same employee may be drawn from different organizational levels, and they probably 
observe different facets of the employee’s performance, even if they are evaluating the same general 
competency (e.g., “communication” or “effectiveness”). In fact, the behavioural indicators for the same 
competency may vary across sources, e.g. an employee may be able to communicate very well with his 
subordinates but not so well with his supervisor.  
  
But it is very important that the behaviours and results which must be rated must be clearly defined so that 
prejudices are minimised or eliminated. 
 
In terms of feedback, however, there is no need to come up with one overall conclusion regarding the 
employee’s performance. It is more important that the employee receive information on how his 
performance was rated by each of the sources used. This is the core of the 360-degree feedback system. 
 
When feedback is broken down by source, the employee can place particular attention and effort on the 
interactions involving the source that has detected performance deficiencies.  If disagreements are found, 
a decision must be made regarding the relative importance of the rating provided by each source.  
 
It’s clear that the 360-degree feedback system will establish the trust of the library’s employees in the 
effectiveness and fairness of Balme’s PMS system. 
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Principles involved when managing team performance  
 

Principles include the following: 
1. Make sure that your team is really a team. Ensure the organisation has actual teams and that the 

team has got a common goal rather than a competing one. 
2. Make the investment to measure. The organisation must be ready to make this investment for the 



measures to yield useful data. This can be done by identifying accountabilities, objectives 
expected, performance standards, and critical competencies. 

3. Define measurement goals clearly. It should be clearly defined how data will be used. 
4. Use a multi-method approach to measurement. Multiple methods and sources of data are often 

necessary because the measurement of team performance is complex. 
5. Focus on the process as well as the outcomes. Behavioural/process as well as results oriented 

measures are as useful for team performance management systems as for individual. 
6. Measure long-term changes. This implies that the performance management system should be 

able to link team performance with the strategic goals of the organisation. 
  

When challenges is asked: 
 
Challenges involved when managing team performance  
 
Challenges include the following: 
 

1. How do we assess relative individual contribution? How do we know the extent to which 
particular individuals have contributed to team results? 

2. How do we balance individual and team performance? How can we motivate team members so 
that they support a collective mission and collective goals? 

3. How do we identify individual and team measures of performance? How can we identify 
measures of performance that indicate individual performance versus measures of performance 
that indicate team performance? 
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Tut 202 answer:   
The supervisor: 
•  needs to explain what should be required for the employee to achieve the desired performance level, 

including the steps that an employee must take to improve her/his performance. 
•  has a primary role in referring the employee to the appropriate developmental activities that can assist 

the employee in achieving his/her goals. This includes helping the employee to select a mentor, find 
the appropriate reading resources, courses and so forth. 

•  reviews and makes suggestions about the developmental objectives. Specifically, the supervisor 
helps assure the goals are achievable, specific and doable. 

•  has the primary responsibility for checking on the employee’s progress toward achieving 
developmental goals. For example, the supervisor can remind the employee of due dates and revise 
goals if needed. 

•  needs to provide supporting reinforcements so that the employee will stay motivated to achieve the 
developmental goals. 

 



An important step before the review cycle begins is for the supervisor and employee to agree on a 
development plan. At a minimum, this plan should include identifying areas that need improvement and 
setting goals to be achieved in each area. Development plans usually include both results and behaviors. 
 
In summary, performance planning includes the consideration of results and behaviors and the 
development plan. A discussion of results needs to include key accountabilities (i.e., broad areas for which 
an employee is responsible), specific objectives for each key accountability (i.e., goals to be reached), and 
performance standards (i.e., what constitutes acceptable and unacceptable levels of performance).  
 
A discussion of behaviors needs to include competencies (i.e., clusters of KSAs). Finally, the development 
plan includes a description of areas that need improving and goals to be achieved in each area. 
 
Although many sources can be used to collect performance information (e.g., peers, subordinates), in most 
cases the direct supervisor provides the information. This also includes an evaluation of the extent to which 
the goals stated in the development plan have been achieved. 
 

 

 

Activity constraints. When the developmental activity is highly unstructured, such as an employee’s 
reading a book, the manager may have to wait until the activity is completed to assess whether the 
activity has been beneficial. 
 

Other constraints 

Time constraints. Managers may be too busy to gather and document information about an employee’s 
progress toward his developmental goals. Consequently, too much time may elapse between the 
assignment of the activity and the manager’s checking on the employee’s progress. 
 
Situational constraints. Managers are often unable to observe employees as they engage in 
developmental activities and therefore may not have firsthand knowledge about their performance. For 
example, managers do not observe the extent to which an employee enrolled in an online course is an 
active participant and contributor or is a passive learner. 
 

 

 

The sentence in the scenario that expresses the critical success factor (CSF) is: "It aims to attract new 
customers in 2016." (2 marks) 
 
This statement of the CSF provides a qualitative description of an element of the strategy in which the 
organisation has to excel in order to be successful. Therefore, if they can manage to attract new customers 



in 2016, it will be an indication that they are indeed on the right track in relation to their long-term strategy. 
{3 marks} 
 

 

 

 

 

The sentence in the scenario that expresses the key performance indicator (KPI) is: "To ensure that this 
is achieved, it measures how many ~ new customers are attracted each week."  {2 marks) 
 
The KPI is· used to measure if the CSF is achieved. Therefore, this statement clarifies how it will be 
measured if there is an increase in the customer database every week, by measuring how many new 
customers are attracted each week. (3 marks) 
 

 

 

 

TOM's strategic objective/CSF is to attract new customers. (1 mark) 
 
This strategy is then cascaded down to employees who have to carry out their task in line with this strategy. 
(1 mark) 
 
In making sure that employees work in line with this strategy, it will be measured how many new customers 
they personally helped to attract and they be rewarded accordingly. (3 marks) 
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Shortcomings of traditional approach Benefits of SPM 

One-sided information 

Low-quality information  

Tardy Information  

Information overload 

Low relevance information 

Lack of communication  

Misalignment culture 

 

The shortcomings of traditional organisational performance management systems include the following: 

A misalignment culture (not an aligned culture) is created. The management of information in traditional 
systems does not foster a culture of trust and continuous improvement. As a result, people do not act 
adequately and appropriately on measured results. The focus is on performance measurement (collecting 
data), and not on performance management (applying and implementing of information). Because 
management control and information systems measure the wrong things, they incite people to do the 
wrong things and display the wrong behaviour. The systems do not take into account ideas that managers 
might have about information, causing a gap between delivered information and desired information. 
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During the performance review stage the employee and the manager/supervisor meet to review the 
employee’s assessment. This meeting is usually called the appraisal meeting or discussion, during 
which the employee receives feedback on his/her performance. 
 



In the performance planning stage the manager and the employee meet to discuss, and agree upon, 
what needs to be done and how it should be done. This step also includes a discussion about results 
and behaviours, as well as a developmental plan. 
 
The most useful feedback sessions in the performance management process focus on solving problems and 
planning for the future. Problem solving involves diagnosing the causes of performance problems. Planning 
for the future involves agreeing to address problems that were revealed in the diagnosis and setting goals. 
  
With the ineffective performers I will follow a diagnostic process to understand the factors affecting their  
performance, because even the best performers sometimes run up against roadblocks 
 

Then draw up a development plan for all categories. 

The direct supervisor’s role in the employee’s developmental plan. 
The supervisor: 

needs to explain what should be required for the employee to achieve the desired performance level, 
including the steps that an employee must take to improve her/his performance. 

has a primary role in referring the employee to the appropriate developmental activities that can assist the 
employee in achieving his/her goals. This includes helping the employee to select a mentor, find the 
appropriate reading resources, courses and so forth. 

reviews and makes suggestions about the developmental objectives. Specifically, the supervisor helps 
assure the goals are achievable, specific and doable. 

has the primary responsibility for checking on the employee’s progress toward achieving developmental 
goals. For example, the supervisor can remind the employee of due dates and revise goals if needed. 

needs to provide supporting reinforcements so that the employee will stay motivated to achieve the 
developmental goals. 
 

 

 

Yes its true. 

Debates about who is responsible for performance management miss the point. Line managers, HR 
departments, senior management and employees all need to work together to ensure that performance 
management and feedback are effective and fair to everyone concerned. Complete buy-in is required from 
senior management when a performance management system is instituted.  Employees will buy-in to the 
process if they view the process as fair, because they will know what is expected of them. The system 
should be flexible and responsive to the changing needs of the organisation. 
 

 

If asked to:  Demonstrate how performance management systems are linked to other human resource 

activities 

Performance management is not a standalone process isolated from other HR activities. The information 
gathered through the performance management process can be linked to training, development, and 
workforce planning. Through performance management the development needs of employees are 
identified which can then be feeded into the training and development initiatives of the organisation. 
Development plans provide information on which skills will be required in future. Recruiting and hiring 
decisions is also based on this information To do workforce planning, the organisation has to compile a 
talent inventory, which is based on information collected through the performance management system. 
 

 

 



 

 

 

Armando will realise that there are no proper standards set for monitoring employee performance or nor 
poper performance management system in place to rate employees. 
 
 The most favoured ones receive rewards e.g. promotions without proof of their performance. 
 
As a result, hardworking employees like Armando will get upset as they will find the whole practice to be 
unfair to them.  
 
This will most probably lead to litigation.  

 

 

 

The sentence in the scenario that expresses the critical success factor (CSF) is: "Its aim is to attract new 
customers in 2014." (2 marks) 
 
This statement of the CSF provides a qualitative description of an element of the strategy in which the 
organisation has to excel in order to be successful. Therefore, if they can manage to attract new customers 
in 2014, it will be an indication that they are indeed on the right track in relation to their long-term strategy. 
{3 marks} 
 

 

 

 

The sentence in the scenario that expresses the key performance indicator (KPI) is: "To ensure that this 
is achieved this goal, it must measure how many new customers it attracts each week."  {2 marks) 
 
The KPI is· used to measure if the CSF is achieved. Therefore, this statement clarifies how it will be 
measured if there is an increase in the customer database every week, by measuring how many new 
customers are attracted each week. (3 marks) 
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High quality information 

Timely information 

Efficient communication 

Aligned culture 

Management support 



  

An aligned culture is created when strategic performance management is being practised.  
 
The availability of high-quality information at all management levels makes “management by delegation” 
possible – that is, empowerment of the front-line authority – which speeds up the decision-making process. 
Improved reporting enhances organisational members’ self-management and self-control.  They are more 
motivated, because their goals and what is expected of them in terms of their behaviour and performance are 
clear, and they get regular feedback on how they are performing in these respects.  
 

 

 

Although many theories on coaching exist, there are four guiding principles that provide a good 
framework for understanding successful coaching: 
 
1. A good coaching relationship is essential. For coaching to work, it is imperative that the relationship 
between the coach and the employee be trusting and collaborative. As noted by Farr and Jacobs, the 
“collective trust” of all stakeholders in the process is necessary.  To achieve this type of relationship, first 
the coach must listen in order to understand. In other words, the coach needs to try to walk in the 
employee’s shoes and view the job and organization from his or her perspective. Second, the coach needs 
to search for positive aspects of the employee because this is likely to lead to a better understanding and 
acceptance of the employee. Third, the coach needs to understand that coaching is not something done 
to the employee but done with the employee. Overall, the manager needs to coach with empathy and 
compassion. Such compassionate coaching will help develop a good relationship with the employee. In 
addition, there is an important personal benefit for the coach. This type of compassionate coaching has 
the potential to serve as an antidote to the chronic stress experienced by many managers.  It has been 
argued that this type of coaching can ameliorate stress because the experience of compassion elicits 
responses within the human body that arouse the parasympathetic nervous system (PSNS), which can 
help mitigate stress. 
 
2. The employee is the source and director of change. The coach must understand that the employee 
is the source of change and self-growth. After all, the purpose of coaching is to change employee behavior 
and set a direction for what the employee will do differently in the future. This type of change will not 
happen if the employee is not in the driver’s seat. Accordingly, the coach needs to facilitate the employee’s 
setting the agenda, goals, and direction. 
 
3. The employee is whole and unique. The coach must understand that each employee is a unique 
individual with several job-related and job-unrelated identities (e.g., computer network specialist, father, 
skier) and a unique personal history.  The coach must try to create a whole, complete, and rich picture of 
the employee. It will be beneficial if the coach has knowledge of the employee’s life and can help the 
employee connect his life and work experiences in meaningful ways. 
 
4. The coach is the facilitator of the employee’s growth. The coach’s main role is one of facilitation. A 
coach must direct the process and help with the content (e.g., of a developmental plan) but not take control 
of these issues. The coach needs to maintain an attitude of exploration; help expand the employee’s 
awareness of strengths, resources, and challenges; and facilitate goal setting. 

  
 

 

 

 



 

 

Ignore.  Not part of oct nov 2017 exam scope 

 

In most organisations the manager is the primary source of performance information because the manager 
observes employees directly and has good knowledge of performance standards. However, there are also 
alternative sources of information such as peers, subordinates, self and customers.  
 
Because these sources see different aspects of a person’s performance, the use thereof during the 
performance review offers an effective and credible way to obtain feedback. This allows the manager to 
assume more of a coaching and mentoring role, helping to interpret the feedback  
 

1.  Manager  
 

Best position to evaluate performance in relation to strategic org. goals. Also make decisions about 
rewards associated with performance evaluation. Most important source as they are 
knowledgeable about strategic issues, understand performance and are usually in charge of 
managing employee performance  
 

• Managers however are not always the most effective sources of information as managers may 
not observe subordinates performance on a regular basis and therefore other sources need to 
be considered.  

• Performance appraisals given by managers may evaluate performance based on whether the 
rate is contributing to goals valued by the manager rather then goals valued by the org. as a 
whole which further justifies the use of the other sources.  

 
2. Peers  

 
Peers can provide a perspective on performance that is different from that of immediate managers. 
Anguinis is of the opinion though that peer evaluation suffers the following weaknesses:  

• Not readily accepted when employees believe there is a friendship bias  

• Peers are less discriminating among performance dimensions than are managers  

• They are likely to be affected by “context effect”  
 

 
3. Subordinates  

 
Subordinates are a good source of information regarding the performance of their managers. 
More accurate when the resulting ratings are to be used for developmental purposes rather then 
administrative purposes. Confidentiality is the key if subordinates are to be used as a source of 
performance information.  

 
4. Self  

 
Based on the idea that employees are most familiar with their work and than their involvement is 
essential. When employees are given the opportunity to participate in the PM process, their 
acceptance of the resulting decision is likely to increase and their defensiveness during the 
appraisal during the interview is likely to decrease. Employees are also in a position to keep track 
of activities during the review period, whereas managers may have to keep track of the 
performance of several employees.  
 
Casio identifies the following as common disadvantages of self-appraisal:  

• They tend to be too lenient  

• They are less variable  



• They are more biased  

• They tend to show less agreement with the judgement of the others  
 

Aguinis suggests the following to improve the quality of self-appraisals:  

• Use comparative as apposed to absolute measurement  

• Allow employees to practise their self-rating skills  

• Assure confidentiality  

• Emphasis the future  
 

5. Customers  
 

Performance information from Customers is suitable for jobs that require a high degree of 

interaction with the public or with particular job-related individuals. Performance information can 

also be collected from internal customers. Useful regarding promotions, transfer and need for 

training. 

 

 

 

 

  

Method  Description  Advantage  Disadvantage  

Management by 

objective (MBO)  

Relies on goal 

setting to est. 

objectives. Measure 

of each employees 

contribution to the 

success of the org.  

 

• Meet to agree on 

objectives  

• Dev plans – how 

and when  

• Agree on 

yardstick to 

measure  

 

Cascading process 

allows success of 

employees, 

managers and the 

organisation as a 

whole  

• Short term 

oriented  

• Little insight to 

employee 

behaviour  

• Does not 

facilitate 

comparison  

 

 
If objective performance data is available, MBO is the best strategy to use. Work planning and 

review is not as effective as MBO under these circumstances.  

  
BARS and MBO – are most difficult techniques to use and maintain.  

  

 

 



 

 

4.1.1 Support strategic objectives 
 

Whether the performance goals are tied to growth, customer service, or other areas, tying pay to 
achievement usually improves performance in that area. Companies like Unilever have, for 
example, a pay-for-performance plan emphasising both growth and profits. To provide the 
motivation needed to achieve both strategic objectives, large bonuses are rewarded to units 
delivering both outstanding growth and profits.  

 
A major element of strategic compensation management is the use of incentive plans, also called 
variable pay. Variable pay is more flexible than fixed pay (base pay), as variable pay is attached to 
fixed costs that allow flexibility to increase, decrease, or maintain future payments to employees 
as business conditions warrant. Most HR managers see variable pay as strategic because it allows 
the organisation to align its employees’ interests and outcomes with those of the organisation 

 
4.1.2 Manage labour costs 
 

Some types of performance-based pay provide employers with greater control over labour costs. 
A highly profitable company can share those profits using incentive pay, which can allow the 
company to cut back on the total amount it spends on employee compensation without reducing 
employees’ base pay. Incentives are forms of variable pay. It refers to cash rewards that are tied 
to some aspect of performance and paid in lump sums rather than as raises. The employer’s base 
pay cost is relatively fixed once the employee has been appointed; it does not fluctuate as company 
profits rise and fall. 
 
By comparison, the cost to employers of rewarding employees by giving them lump sum rewards, 
can vary from year to year, depending on the company’s financial situation. When profits are up, 
more money can be spent to reward employees with lump sum payments. If profits go down, the 
employer is not obligated to spend money on incentive pay. The high cost of merit pay is one 
reason why many companies prefer to offer incentive pay instead of merit raises. Variable pay 
helps to control costs because a reward earned this year does not carry over into future years. 

 
 
 
 
 
 
 



4.1.3  Attract, retain, and motivate talent 
 

Performance management systems are more effective when results are directly tied to the 
organisation’s reward system. High-achieving performers are attracted to organisations that reward 
high-level performance, and they are also more likely to remain in the company. This tendency is 
called the sorting effect: top performers are likely to be attracted to and remain within organizations 
that have implemented CP plans.  An organisation’s ability to retain its top performers is obviously 
crucial if it wants to have a people-based competitive advantage. Ensuring that top performers are 
rewarded appropriately can keep them motivated, and prevent them from leaving the organisation. 
Not paying for performance will probably demotivate and alienate the best performers, and these 
are actually the employees that organisations really want to retain.  CP plans can serve as a good 
tool to recruit and retain top performers as a result of the sorting effect, which, in turn, can lead to 
greater productivity.  
 
 
CP plans can help improve the motivation of employees when each of the following conditions is 
present: 
1. Employees see a clear link between their efforts and the resulting performance (expectancy). 
2. Employees see a clear link between their performance level and the rewards received 
(instrumentality). 
3. Employees value the rewards available (valence). 

 
 

 

Ignore.  Not part of oct nov 2017 exam scope 

 

Development plans should include the following: 

• A description of specific steps to be taken and specific objectives to reach. In other words, what 
are the new skills or knowledge that will be acquired and how will this occur? This includes 
information on the resources and strategies that will be used to achieve the objectives. For 
example, will the employee learn the skill from co-workers through on-the-job training? Will the 
company reimburse the employee for expenses associated with taking an online course? 
 

• A developmental plan should be designed based on each of the performance dimensions 
evaluated. For example, if the performance dimension “communication” is rated as substandard, 
this area would be targeted by the developmental plan. 
 

• The plan’s objectives should also include the completion date and how the manager will know 
whether the new skill has indeed been acquired. 
 

• Objectives included in the developmental plans should be practical, specific, time oriented, 
linked to a standard, and developed jointly by the supervisor and the employee. 
 

• Developmental plans should keep the needs of both the organisation and the employee in mind. 
The choice of which specific skills or performance areas will be improved is dictated by the 
needs of the organisation, especially when the organisation is investing in the plan. 
 

• The plan created is also dictated by the needs of the individual. The manager and the employee 
need to agree on what development or new skills will help enrich the employee’s work 
experience, as well as help to accomplish the organisational goals (now or in the future). 

 



 

 

Results approach. For some jobs, or some aspects of a job, the results achieved are more important 
than the behaviours, traits or inputs that led to them. This applies to the fast-food industry. The results 
approach emphasises the outcomes and results produced by the employees. It does not consider the 
traits employees may possess or how employees do the job. This is basically a bottom-line approach 
that is not concerned about employee behaviours and processes, but instead, focuses on the end result 
that is produced. 
 
 

Results approach 

This approach emphasizes the outcomes and results produced by the employee.  Bottom line approach. 

It does not consider the traits that an employee may possess. 

The results approach is most appropriate under the following circumstances: 

❖ Workers are skilled in the needed behaviour (e.g. appropriate when workers have the necessary 
knowledge and skills to do the work) 

❖ Behaviour and results are obviously related (e.g. certain results can be obtained only if worker 
engages in certain specific behaviors) such as a line-worker involving repetitive work. 

❖ Results show consistent improvement over time (when results improve consistently over time it 
shows that workers are aware of behaviors needed to complete job) 

❖ There are many ways to do the job right (when there are different ways in which one can do the 
task required) 

 
 
The performance criteria will include 

•speed of service 

•quality of service 

•quality of food 

•cleanliness of restaurants and restrooms 

•displaying of promotional material 

•financial results/financial results improving consistently over time 

 

 

 

 

Ignore.  Not part of module scope anymore 

 



 

 

 

 

 

 

Results based approach 

This scenario clearly indicates that the fast-food restaurant group uses results-based criteria in its 
performance measurements. For example, the quality of the food produced is considered as a 
result-based criteria. For some jobs, or some aspects of a job, the results achieved are more important 
than the behaviours, traits or inputs that led to them. This applies to the fast-food industry. The results 
approach emphasises the outcomes and results produced by the employees. It does not consider the 
traits employees may possess or how employees do the job. This is basically a bottom-line approach 
that is not concerned about employee behaviours and processes, but instead, focuses on the end result 
that is produced. 

 

 

 

Results approach 

This approach emphasizes the outcomes and results produced by the employee.  Bottom line approach. 

It does not consider the traits that an employee may possess. 

The results approach is most appropriate under the following circumstances: 

❖ Workers are skilled in the needed behaviour (e.g. appropriate when workers have the necessary 
knowledge and skills to do the work) 

❖ Behaviour and results are obviously related (e.g. certain results can be obtained only if worker 
engages in certain specific behaviors) such as a line-worker involving repetitive work. 

❖ Results show consistent improvement over time (when results improve consistently over time it 
shows that workers are aware of behaviors needed to complete job) 

❖ There are many ways to do the job right (when there are different ways in which one can do the 
task required) 

 



 

 

 
The performance criteria will include 

•speed of service 

•quality of service 

•quality of food 

•cleanliness of restaurants and restrooms 

•displaying of promotional material 

•financial results/financial results improving consistently over time 

 

 

 

 

 

Ignore 

 

 

 



 

 

  
Strategic Business Objective CP Plan 

 
Employee development Skill-based pay 

 
Customer service Competency-based pay 

Gain sharing 

 
Productivity: Individual Piece rate 

Sales commissions 

 
Productivity: Group Gain sharing 

Group incentives 

 
Teamwork Team sales commissions 

Gain sharing 
Competency-based pay 

 
Overall profit Executive pay 

Profit or stock sharing 
 

  

 
 

Merit bonus not part of scope  

 

Profit sharing. Employees are paid based on the performance of a group (e.g., team or unit) and on 
whether the group has exceeded a specific financial goal.  As Maria realised that the stores can only be 
successful if the staff worked together in groups profit sharing is a feasible option as a pay for 
performance rewards programme  
 
an organization prioritizing teamwork would benefit most from a plan including team sales 
commissions and gain sharing  

Gain sharing is a good option to use for increased customer service, to enhance the productivity of a 

group and to encourage teamwork.  Gainsharing is thus a feasible option  

 

  

 



 

 

 

 

 

 

 

 

The Job analysis process should be applied in order to clarify the roles of each employee. 

 

This process refers to determining the key components of a particular job, incuding activities and 

processes. 

 

Without it, it is difficult to understand what constitutes the required roles and duties of a particular job, as 

well as the knowledge and skills relevant to pursue them. 

It is advised that the library management undergo a process of job analysis refers to a process of 
determining the key components of a particular job, including activities, tasks, products, and processes.  
Employers and employees only understand the jobs by conducting the job analysis and develop job 



specifications that clarify the level of experience, skills, and qualification required to perform certain duties.  
Job descriptions should be developed emanating from the job analysis process, which clarifies the duties 
of each position in the organisation and will link the positions to the organisational and departmental goals.  
This will result in employees carrying out their duties knowing clearly what impact their contributions have 
on the success of the organisation as a whole. The process of job analysis forms a basis for managers 
during the performance review period in that the knowledge of a specific job will give managers a clearer 
reference of what was expected per employee, whether such employee carried out the duties, and 
consequently, be able to decide on the correct rating. A job analysis is commonly done by way of 
observation, interview an questionnaire.  
  

 

 

 

The first performance management component omitted in the case study is the prerequisite stage 
(Stage 1). (1 mark) 
This is the stage where employees get clarity on exactly what tasks are involved in their jobs. (1 mark) 
It is stated in the case study that employees seem to be generally lost as to what their roles are in this 
library. The prerequisite stage would also help employees in this organisation to know if they possess 
the required skills and knowledge required in their jobs. (2 marks) 
 
 
The second component missing in the case study is the performance planning stage (Stage 2). (1 
mark) 
This is where the manager and the employee meet to discuss, and agree upon, what needs to be done 
and how it should be done. (1 mark) 
The case study emphasises the fact that the forms used to rate employees’ performance, contain vague 
items such as “general behaviour,” with no specific definition of what “general behaviour” is, or examples 
explaining to employees (or managers) what would lead to the accepted behaviours and results. (2 
marks) 
 
The third component missing in the case study is the performance assessment (Stage 4). (1 mark) 
This stage involves an evaluation of the extent to which the goals stated in the developmental plan have 
been achieved. In other words, whether employees are on track regarding the set standards and targets. 
(1 mark) 
It is stated in the case study that there is no evidence that managers, at some point, consult employees 
to see if they are on the right track. In addition, employees in this organisation are not sure if what they 
are doing is exactly what is expected of them. (2 marks) 
 
 
The fourth component missing in the case study is the performance review/appraisal (Stage 5). (1 
mark) 
This is a formal setting in which the employees receive feedback on their performance. (1 mark) 
It is stated in the case study that in this organisation there is no formal or informal discussion of results 
and follow-up steps after the subordinates and managers have completed their forms. (2 marks) 

 
 
The four components of Perfomance Management which have not been implemented by BALME Library 
are: 
 

Prerequisites:  Knowledge of the organisations Mission and strategic goals.  Knowledge of the job in 
question.  During the prerequisites stage employees get clarity on exactly what tasks are involved in their 
jobs. It also helps employees to know if they possess the required skills and knowledge required in their 
jobs.  In the case study of Balme Library it is clear that the Prerequisite component have not been 
implemented because the case study highlights that there is no evidence that the employees know exactly 



what tasks they have to do to carry out their jobs. They are not even sure if they have the skills and 
knowledge required for their jobs. 
 
Performance Planning:  During this stage the manager and the employee meet to discuss, and agree 
upon, what needs to be done and how it should be done. This step also includes a discussion about results 
and behaviours, as well as a developmental plan. The discussion will include setting key accountabilities, 
specific objectives and performance standards.  Its clear that the performance planning component has 
not been implemented because the Balme Library case study stipulate that there is no evidence that the 
managers have worked with the employees to set out mutually agreed-upon goals.  It also states that the 
forms that are used to rate the employees contain vague statements, such as “general behaviour.” The 
forms have no definition of “general behaviour,” nor do they have examples that explain to the employees 
(and managers) what will lead to a high or low rating in this category.  It should be specific objectives and 
standards per employee.  Instead they are rated using the same form, regardless of their job 
responsibilities 
 
Performance assessment – both the employee and the manager are responsible for evaluating the extent 
to which the employee has displayed the desired behaviours and whether the desired results have been 
achieved. This includes an evaluation of the extent to which the goals stated in the development plan have 
been achieved.  This component has not been implemented by Balme Library because there is no 
evidence that the managers consulted the employees at some point to ensure that they are on the right 
track. The employees are not sure that what they are doing is what is expected of them. 
 
Performance review - the employee and the manager/supervisor meet to review the employee’s 
assessment. This meeting is usually called the appraisal meeting or discussion, during which the employee 
receives feedback on his/her performance.  The review component has not been implemented and this is 
clear because there are no formal or informal discussions of the performance results and follow-up steps 
after the subordinates and managers have completed their forms.  
 

 

 

Not part of Oct Nov 2017 exam scope 

 

 

 

Not very sure of this question – Think it relates to the results based method?  (Zakiyya answers) 

 
Productivity measures  
Productivity measures can be used to evaluate  
➢ salespeople on the basis of their sales 

volume (including the number of units sold 
and their money value) 

➢ production workers on the basis of the 
number of units produced and the number 
of defects detected  

➢ executives on the basis of company profits 
or growth rate  

 

 
These measures directly 
align employees’ 
accomplishments with 
organisational goals.  

 
Productivity figures can 
be contaminated by 
external factors beyond 
the employees’ control 
(bad markets or material 
shortages).  
For jobs that are more 
service oriented, 
production or sales 
figures are not enough. 
Factors such as initiative 



and cooperation should 
be included as 
performance standards.  

 

 

 

 
 
Designing and implementing a performance management system that is legally sound is not a difficult 
task. This simply involves creating a system following the best-practice recommendations:   
 

1. Specifically, performance dimensions and standards should be clearly defined and explained, job 
related, and within the control of the employee.  

2. Procedures should be standardized, used uniformly, and communicated to all employees.  
3. Employees should be given timely information on performance deficiencies and opportunities to 

correct them.  
4. Employees should be given a voice in the review process and treated with courtesy and civility 

throughout the process.  
5. The system should include a formal appeals process, and performance information should be 

gathered from multiple, diverse, and unbiased raters.  
6. Supervisors should be provided with formal training, and the system should include consistent 

and thorough documentation as well as procedures to detect potentially discriminatory effects or 
biases and abuses. 

 

Characteristics of Legally Sound Performance Management Systems 

Performance dimensions and standards are clearly defined and explained to the employee, are job 
related, and are within the control of the employee. 
Procedures are standardized and uniform for all employees within a job group. 
The system is formally explained and communicated to all employees. 
Employees are given timely information on performance deficiencies and opportunities to correct them. 
Employees are given a voice in the review process and are treated with courtesy and civility throughout 
the process. 
The system includes a formal appeals process. 
Performance information is gathered from multiple, diverse, and unbiased raters. 
Supervisors are provided with formal training and information on how to manage the performance of their 
employees. 
The system includes thorough and consistent documentation, including specific examples of 
performance based on firsthand knowledge. 
The system includes procedures to detect potentially discriminatory effects or biases and abuses in the 
system. 
 

Legal Guidelines for Performance Appraisals  (Zakiyya answers) 

• Performance evaluations should be job-related, with specific and measurable performance 
standards developed through a job analysis. Evaluations should mainly focus on those areas that 
are necessary for effective job performance. 

• Clearly-written performance standards must be provided to employees, in advance of their 
appraisals. 

• Managers conducting appraisals must have measurable standards with which to compare 
employee behaviour. 

• Performance problems must not be allowed to continue unchecked. They must be documented 
when they occur, and referred to during employees’ appraisals. 

• Appraisal forms should be used correctly. When supervisors make judgements, they should be 
instructed beforehand as to how to apply the appraisal standards. 



• Appraisals should be discussed openly with employees. Companies should provide counselling 
and corrective guidance to help poor performers improve their performance. Bear in mind that 
employees could be transferred to other positions that suit their abilities better. 

• In cases where employees disagree with the appraisal decision, they should be able to follow an 
appeal process to express their disagreement. 

• Employers must ensure that supervisors and managers document appraisals and reasons for 
subsequent HRM actions. If an employee takes legal action, this information may prove to be 
decisive. When employers can support performance evaluation decisions by documenting 
instances of poor performance, an employer’s credibility is strengthened. 

• HR professionals should review the appraisal comments made by supervisors for comments that 
could indicate that the company is not complying with the law.  

 

 

IGNORE (Zakiyya answers) 

The inclusion of self-appraisals is also beneficial regarding important additional factors. Self-appraisals 
can reduce an employee’s defensiveness during an appraisal meeting and increase the employee’s 
satisfaction with the performance management system as well as enhance perceptions of accuracy and 
fairness and therefore acceptance 
of the system 

In the absence of self-appraisals, it is often not clear to supervisors if employees have a real understanding 
of what is expected of them. 
 
The self-appraisal, involves the employee’s assessment of herself. This is a meeting which is informational 
in nature and, at this point, the supervisor does not pass judgment on how the employee regards her own 
performance. This meeting provides an opportunity for the employee to describe how she sees her own 
performance during the review period. It is helpful if the employee is given the same form to be filled out 
later by the supervisor so that she can provide self-ratings using the same dimensions that will be used by 
the supervisor. 
 

As discussed earlier, self-appraisals are an important component of any performance management 
system. When employees are given the opportunity to participate in the performance management 
process, their acceptance of the resulting decision is likely to increase, and their defensiveness during the 
appraisal interview is likely to decrease. An additional advantage associated with self-appraisals is that 
the employee is in a good position to keep track of activities during the review period, whereas a supervisor 
may have to keep track of the performance of several employees. On the other hand, selfappraisals should 
not be used as the sole source of information in making administrative decisions because they are more 
lenient and biased than are ratings provided by other sources such as a direct supervisor. Fortunately, 
self-ratings tend to be less lenient when they are used for developmental as opposed to administrative 
purposes. In addition, the following suggestions may improve the quality of self-appraisals: 
 
• Use comparative as opposed to absolute measurement systems. For example, instead of asking 
individuals to rate themselves using a scale ranging from “poor” to “excellent,” provide a relative scale that 
allows them to compare their performance with that of others (e.g., “below average,” “average,” “above 
average”). 
 
• Allow employees to practice their self-rating skills. Provide multiple opportunities for self-appraisal 
because the skill of self-evaluation may well be one that improves with practice. 
 
• Assure confidentiality. Provide reassurance that performance information collected from oneself will not 
be disseminated and shared with any one other than the direct supervisor and other relevant parties (e.g., 
members of the same work group). 
 
• Emphasize the future. The developmental plan section of the form should receive substantial attention. 
The employee should indicate his plans for future development and accomplishments. 
 



 

 

Ignore 
 

• A misalignment culture (not an aligned culture) is created.  
 

• The management of information in traditional systems does not foster a culture of trust and continuous 
improvement.  

 

• As a result, people do not act adequately and appropriately on measured results.  
 

• The focus is on performance measurement (collecting data), and not on performance management 
(applying and implementing of information).  

 

• Because management control and information systems measure the wrong things, they incite people 
to do the wrong things and display the wrong behaviour.  

 

• The systems do not take into account ideas that managers might have about information, causing a 
gap between delivered information and desired information. 

 

 

 Ignore 

 

 

 

Four principles that provide a good framework for successful coaching: 
 

✓ A good coaching relationship is essential: 
1. The relationship between the coach and the employee must be trusting and collaborative 

– the coach must listen to understand. 
2. The coach needs to search for positive aspects of the employee – this leads to a better 

understanding and acceptance of the employee. 
3. Coaching needs to be done with employees. 

Coaching needs to be done with empathy and compassion, this will help develop a good 

relationship with the employee. 

✓ The employee is the source and director of change: The coach must understand that the 
employee is the source of change and self-growth. The purpose of coaching is to change 
employee behaviour and set a direction for what the employee will do differently in the future and 
this will not happen if the employee is not in the driver’s seat. 

✓ The employee is whole and unique: The coach must understand that the employee is a unique 
individual with several job related and unrelated identities. It will be beneficial if the coach has 
knowledge of the employees life and can help the employee connect his life and work experience 
in meaningful ways 

The coach is the facilitator of the employee’s growth: The coach needs to maintain an attitude of 

exploration, help expand the employee’s awareness of strengths, resources and challenges and facilitate 

goal setting 

 

 



 

 

 

 

Question 1.1 
 
Prerequisite stage 
Two important prerequisites: 
 

1. Knowledge of the organisations mission and strategic goals: 
The strategic planning process provides the knowledge of the organisation’s mission and 

strategic goals. Through this process the organisation defines its purpose, where it wants to be in 

the future, the goals it wants to achieve and the strategies it will use to attain these goals.  

These goals are then cascaded downwards to the departmental and unit level, and the cascading 

continues downward until each employee has a set of goals that are compatible with the goals of 

the organisation. 

 

 

2. Knowledge of the job in question: 
This is done due to the process of job analysis.  
Job analysis refers to a process of determining the key components of a particular job, including activities 

and processes. It is a prerequisite of any PM system. Without a job analysis it is difficult to understand 

what constitutes the required duties for a particular job.  

Through the process of job analysis we obtain information regarding the key components of a 

particular job. These components include the tasks to be carried out, and the knowledge, skills 

and abilities (KSAs) required for a particular job.  

Job Analysis can be conducted through observation, interview and questionnaire methods. 

The two products of job analysis are the job description and job specification. 

 

The Job analysis process should be applied in order to clarify the roles of each employee. (Temba) 

It is advised that Mercedes management undergo a process of job analysis refers to a process of 

determining the key components of a particular job, including activities, tasks, products, and processes.  

Employers and employees only understand the jobs by conducting the job analysis and develop job 

specifications that clarify the level of experience, skills, and qualification required to perform certain 

duties.  Job descriptions should be developed emanating from the job analysis process, which clarifies 



the duties of each position in the organisation and will link the positions to the organisational and 

departmental goals.  This will result in employees carrying out their duties knowing clearly what impact 

their contributions have on the success of the organisation as a whole. The process of job analysis forms 

a basis for managers during the performance review period in that the knowledge of a specific job will 

give managers a clearer reference of what was expected per employee, whether such employee carried 

out the duties, and consequently, be able to decide on the correct rating. A job analysis is commonly 

done by way of observation, interview an questionnaire. 

Without it, it is difficult to understand what constitutes the required roles and duties of a particular job, as 

well as the knowledge and skills relevant to pursue them. 

 

 

 

Behaviour Approach 

 

 

This approach emphasizes what an employee does on the job and does not consider employees traits or 
the outcomes resulting from their behaviour. This is a process-orientated approach that emphasizes how 
an employee does the job. 
 
This approach is most appropriate when: 

• The link between behaviour and results is not obvious 

• Outcomes are attained in the distant future 

• Poor results are due to causes beyond the performers control 
 

The link between behaviors and results is not obvious. Sometimes the relationship between behaviors 
and the desired outcomes is not clear. In some cases, the desired result may not be achieved in spite of 
the fact that the right behaviors are in place. In other cases, results may be achieved in spite of the absence 
of the correct behaviors. For example, a pilot may not check all the items in the preflight checklist but the 
flight may nevertheless be successful (i.e., take off and land safely and on time). When the link between 
behaviors and results is not always obvious, it is beneficial to focus on behaviors as opposed to outcomes. 
 
Outcomes occur in the distant future. When the desired results will not be seen for months, or even 
years, the measurement of behaviors is beneficial. Take the case of E.g. a NASA mission which from 
launching to landing could take six months to complete. In this circumstance, it is certainly appropriate to 
assess the performance of the engineers involved in the mission by measuring their behaviors in short 
intervals during this six-month period rather than waiting until the final result (i.e., successful or 
unsuccessful landing) is observed. 
 
Poor results are due to causes beyond the performer’s control. When the results of an employee’s 
performance are beyond the employee’s control, it makes sense to emphasize the measurement of 
behaviors.  E.g. assembly-line workers like Temba and his colleagues who are dependend on each others 
performance and performance of other people and receiving different levels of assistance which influences 
their performance differently. Both employees may be equally competent and do the job equally well. The 
results produced by these employees are uneven because they depend on the amount and quality of 
technical assistance they receive when the assembly line is stuck. 
 
Thus behaviour approach is best suitable because the poor reslts are due to causes beyond Temba’s 
control.  Because in such jobs (ie assembly line workers) employees can only control the behaviour they 
display in carrying out their tasks; which does not guarantee if the required or expected results will be 
achieved. (2 marks) 



 
Therefore, the behavioural approach (1 mark) is suitable to evaluate/review performance in such jobs 
because employees can be evaluated whether they have displayed required behaviours in their attempt 
to achieve the expected results or not. (1 mark) 
 
 
 
zakiyya’s answer: 
Because in such jobs employees can only control the behavior they display in carrying out their tasks; 
which does not guarantee if the required or expected results will be achieved.  
 
Therefore, the behavioural approach is suitable to evaluate/review performance in such jobs because 
employees can be evaluated whether they have displayed required behaviours in their attempt to 
achieve the expected results or not.  
 
The behaviour approach can be used under the following circumstances: 

 

• When the link between behaviours and results is not obvious (1 mark) 
In some cases, the desired outcome may not be achieved in spite of the fact that the right behaviours 
are in place.  
 

• When outcomes occur in the distant future (1 mark) 
When desired results will not be seen for months, or even years, the measurement of behaviours is 
beneficial. 
 

• When poor results are due to causes beyond the performer’s control. (1 mark) 
When the results of an employee’s performance are beyond the employee’s control, then it makes 

sense to emphasize the measurement of behaviours when measuring their performance. (1 mark) 
 
 
 
 

 

 



 

The implications: 
 
• Performance goals and measures were adapted to reflect differences in the types of routes. 

• Frito-Lay was able to restructure the job of route sales representatives RSRs so that the most 

 important tasks for the specific type of route assigned to RSRs were the highest priority. 
• The new measures made it possible to track performance on the tasks that mattered most and 

 helped RSRs understand how to increase sales and maximise their commissions. 

 

 

 

Benefit/Contribution Example from case study 
 

Motivation to perform is increased; raised 
self-esteem; enhanced self-insight and 
development; improved competencies;  
retaining employees in the company is enhanced. 

 

New performance measures helped RSRs understand how 
to increase sales and maximise their commissions. 

 

Managers gain insight about subordinates; 
more fair and appropriate administrative 
actions; clearer differentiation between 
good and poor performers. 

 

Jobs of RSRs were restructured so that the most important 
tasks for the specific type of route assigned to RSRs were 
the highest priority. Supervisors now evaluate each RSR on 
sales, driving and delivery tasks, and merchandising tasks at 
the retailers. 

 
The definition of a job and criteria are 
clarified; managers gain insight about 
subordinates. 

 

Performance goals and measures were adapted to reflect 
differences in the types of routes. 

 

Organisational goals are made clear; 
manager’s view of performance is 
communicated more clearly. 

 

New performance measures made it possible to track 
performance on tasks that mattered most. 

 

 

 

 

1. Convey reasons for such a system to all participants 

2. Ensure the top management’s commitment to the system.  The success of a performance 
management system depends on the support of top management. Management will only 
approve and allow the implementation of a performance management system that is in 

1. line with the organisation’s mission and vision. 

2. All participants should take part in the development and implementation 

3. Organisational culture should have a focus on delivery outputs 

4. All managers should be properly trained in applying PMS 

5. PM should not be implemented in isolation, other HR systems should allow for the PMS 

  



 

 

The first performance management component omitted in the case study is the prerequisite stage 
(Stage 1). (1 mark) 
 
This is the stage where employees get clarity on exactly what tasks are involved in their jobs. (1 mark) 
It is stated in the case study that employees seem to be generally lost as to what their roles are in this 
library. The prerequisite stage would also help employees in this organisation to know if they possess 
the required skills and knowledge required in their jobs. (2 marks) 
 
 
The second component missing in the case study is the performance planning stage (Stage 2). (1 
mark) 
 
This is where the manager and the employee meet to discuss, and agree upon, what needs to be done 
and how it should be done. (1 mark) 
 
The case study emphasises the fact that the forms used to rate employees’ performance, contain vague 
items such as “general behaviour,” with no specific definition of what “general behaviour” is, or examples 
explaining to employees (or managers) what would lead to the accepted behaviours and results. (2 
marks) 
 
 
The third component missing in the case study is the performance assessment (Stage 4). (1 mark) 
This stage involves an evaluation of the extent to which the goals stated in the developmental plan have 
been achieved. In other words, whether employees are on track regarding the set standards and targets. 
(1 mark) 



 
It is stated in the case study that there is no evidence that managers, at some point, consult employees 
to see if they are on the right track. In addition, employees in this organisation are not sure if what they 
are doing is exactly what is expected of them. (2 marks) 
 
 
The fourth component missing in the case study is the performance review/appraisal (Stage 5). (1 
mark) 
 
This is a formal setting in which the employees receive feedback on their performance. (1 mark) 
It is stated in the case study that in this organisation there is no formal or informal discussion of results 
and follow-up steps after the subordinates and managers have completed their forms. (2 marks) 
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Policies act as general guidelines that help to focus organisational actions. The important role of policies 
requires that they be reviewed regularly. 

objective of developmental 

 

zakiyya’s answer:   

To get managers and employees to buy in to the whole performance management process, as well as its outcomes, 

there should be a policy to guide it. The policy should be developed to provide clearer guidance to managers and 

employees on how to deal with performance and capability issues. The performance management policy and 

procedures are used in all cases where performance and capability are such that they warrant informal or formal 

action.  

However, it should be borne in mind that the performance management policy does not apply to issues relating to ill 

health, sickness absence, or to issues of misconduct. In these instances the Labour Relations Act and the Basic 

Conditions of Employment Act will be applied. 
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The overall objective of developmental planning is to encourage continuous learning, performance 

improvement, and personal growth, but it also has other, more specific objectives, namely to: 
 

•improve employees’ performance in their current jobs 

•sustain employees’ performance in their current jobs 

•prepare employees for advancement 

•enrich employees’ work experience 
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A good coaching relationship:  the relationship between the coach and the employee must be trusting and 

collaborative.  The coach must listen in order to understand.  The coach needs to try to walk in the employee’s 

shoes and view the job and organisation from his or her perspective.  

 

The employee is the source and director of change:  the coach must understand that the employee is the source 

of change and self-growth. Change will not happen if the employee is not in the driver’s seat.  The coach needs to 

facilitate the employee’s setting the agenda, goals and direction.  

 

The employee is whole and unique:  understand that each employee is unique individual with several job-related 

and job-unrelated identities (e.g.  assistant director administration and mother) and a unique personal history.  It 

will be beneficial if the coach has knowledge of and can help the employee connect her life and work experiences 

in meaningful ways. 

 

The coach is the facilitator of the employee’s growth:  the coach’s main role is one of facilitation.  A coach must 

direct the process and help with content (e.g. of a development plan) but not take control of these issues.  
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The main reasons for introducing pay-for-performance rewards are as follows: 
 
• To support strategic objectives. Whether the performance goals are tied to growth, customer 
service, or other areas, tying pay to achievement usually improves performance in that area. To provide 
the motivation needed to achieve both strategic objectives, large bonuses are rewarded to units 
delivering both outstanding growth and profits.  
 
• Managing labour cost. Incentives are a form of variable pay. When profits are up, money can be 
spent on rewarding employees with lump sum payments. If profits go down, the employer is not 
obligated to spend money on incentive pay. 
 
• Attracting, retaining and motivating talent. By paying for performance, a company signals that it is 
interested in employees who want to be paid for good performance. This is more likely to attract good 
rather than poor performers. Once employees have been hired, performance-based pay can influence 
employee satisfaction and their decisions to stay or leave. The more valence an incentive has, the more 
highly performance is motivated. 
 

 

 

 

Critical success factors (CSFs) refer to factors in the performance management system that provides a 
qualitative description of an element of the strategy in which the organisation has to excel in order to be 
successful.  
 
Key performance indicators (KPIs) are factors used to quantify and make CSFs measurable. If performance 
indicators, that measure the execution of the strategy and the creation of value, are not included in the 
performance management process, it will remain unclear whether strategic objectives and value creation have 
been achieved. 
 
Many of the intangible assets are not included in the formal reporting of the organisation, because most of these 
systems were built to report financial information. 
 
Therefore, the introduction of CSFs and KPIs provides a solution to this problem as they combine non-financial 
leading indicators with financial lagging indicators in one system. 
 
This way it offers management a balanced view of the organisation’s performance, and a means to check 
whether the organisation’s strategy is being executed successfully. The use of critical success factors and key 
performance indicators enables measurement, and thus control of strategic objectives. 
 

Extra info:  CSFs include the following: For each CSF, no more than three key performance 
indicators should be developed. This is to limit the amount of information, development time and costs, 
and to make sure that only relevant information is included in management reports; A CSF is also a 
qualitative notion that describes in words how a certain objective can be measured. It can therefore 
never be quantitative (a number or a percentage). 

 

 



No longer part of module scope 

 

 

 

Characteristics of Legally Sound Performance Management Systems 

• Performance dimensions and standards are clearly defined and explained to the employee, are 
job related, and are within the control of the employee. 

• Procedures are standardized and uniform for all employees within a job group. 

• The system is formally explained and communicated to all employees. 

• Employees are given timely information on performance deficiencies and opportunities to correct 
them. 

• Employees are given a voice in the review process and are treated with courtesy and civility 
throughout the process. 

• The system includes a formal appeals process. 

• Performance information is gathered from multiple, diverse, and unbiased raters. 

• Supervisors are provided with formal training and information on how to manage the performance 
of their employees. 

• The system includes thorough and consistent documentation, including specific examples of 
performance based on firsthand knowledge. 

• The system includes procedures to detect potentially discriminatory effects or biases and abuses 

in the system. 

Zakiyya’s answer: 

It is important for a manager to realise that performance appraisal becomes a legal issue whenever it is 

used as the basis for an employment decision, including promotions, pay raises, selection for training 

programmes, etc. However, although there are not many laws to enforce the legal requirements that the 

appraisal should comply with, the evaluation of work behaviour should be based on objective, job-related 

criteria so that an individual’s employment situation is not unjustly affected because of the manager’s 

stereotypes or biases. Organisations should apply the right procedures and principles as well as 

complying to rules and regulations in making employment decision such as on promotions, pay raises, 

selection for training programmes, etc. 

 

 

 

 



 

 

 

The behaviour approach is the most appropriate approach (2 marks), because Sarah's poor 
performance is due to factors beyond her control (1 mark). 

One of the circumstances that justify the use of a behaviour approach is when an employee produces 
poor results due to factors that are beyond their control (2 marks). It is stated in the scenario that Sarah 
finds it difficult to reach her monthly target due to the recession (2 marks). This means that no matter 
how hard-working Sarah is, she cannot reach her monthly targets as she has no control over the 
recession (1 mark). Therefore, since the recession is not Sarah's fault and out of her control, it would be 
unfair for her manager to measure her performance by following any other approach other than the 
behaviour approach (2 marks).  

2 other approaches are the Results approach and the Traits approach. 

 

 

The behaviour approach is the most appropriate approach (2 marks), because Sarah's poor 
performance is due to factors beyond her control (1 mark). 

One of the circumstances that justify the use of a behaviour approach is when an employee produces 
poor results due to factors that are beyond their control (2 marks). It is stated in the scenario that Sarah 
finds it difficult to reach her monthly target due to the recession (2 marks). This means that no matter 
how hard-working Sarah is, she cannot reach her monthly targets as she has no control over the 
recession (1 mark). Therefore, since the recession is not Sarah's fault and out of her control, it would be 
unfair for her manager to measure her performance by following any other approach other than the 
behaviour approach (2 marks). 
 
The trait approach (1 mark) 
This emphasises the individual performer's traits such as cognitive abilities and personality, and ignores 
the specific situation, behaviours and results (2 marks). 

This approach is not suitable to measure Sarah's performance because the recession has got nothing to 
do with her character or personality or cognitive abilities (2 marks). It will therefore be unfair to measure 
Sarah's performance based on these personal traits (2 marks). 

 
The results approach (1 mark) 
This approach emphasises the ·outcomes and results produced by the employees. It does not 
consider the traits employees may possess or how employees do the job (2 marks). 

Due to the global recession, there is limited buying power from existing and potential customers 
(1 mark). Therefore, no matter how polite or skilled in persuasion Sarah is, or how kind she is, or the 
extra mile she goes for the clients, she would not reach her target (2 marks). Therefore, following a 
result approach will be unfair since she is failing to achieve the required results due to a problem (the 
recession} that she does not have any control over (2 marks). 

 

 



Job analysis forms part of the Prerequisite stage of the performance management process which is 

stage 1. 

Job analysis refers to a process of determining the key components of a particular job, including activities, 
tasks, products, and processes. 
 
Job descriptions are also developed from the job analysis process, which clarifies the duties of each 
position in the organisation, which will link these positions to the organisational and departmental goals. 
 
The process of job analysis forms a basis for managers during the performance review period in that the 
knowledge of a specific job will give managers a clearer reference of what was expected from each 
employee, whether the employee carried out the duties as expected; and consequently be able to decide 
on the correct performance rating.  
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What Lindi is doing in this scenario is resembled in stage 5, the performance review stage of the 
performance management process.  
However, Lindi did not have an appraisal meeting with her employees to review their assessments and 
give them feedback on their performance. She took the shortcut and followed the one-sided approach by 
only focusing on evaluating her employees’ performance (completing the forms) and assigning average 
ratings, in their absence. Lindi assumed, without involving them in any discussion or providing them with 
feedback, that her employees will be satisfied with their average ratings. 
 

 

 

Lindi is making the central tendency error. The central tendency error occurs when raters only use the 
middle points on the rating scale and avoid using the extremes. The result is that most or all employees 



are rated as “average”, although it should be obvious that some of Lindi’s employees worked harder than 
others. This is also an intentional type of error and is mainly caused by Lindi’s desire to play it safe, for 
instance, everyone is rated 3 on the scale of 1 to 5. 

 

 

(a) Prerequisite stage 
 
This is where the mission and strategic goals of the organisation, as well as the KSAs (knowledge, 
skills and abilities) of the job in question, are clarified. 
 
Having this stage in the performance management process will provide employees with the 
knowledge of how exactly their daily duties can contribute to the achievement of the goals of the 
organisation as a whole. 
 
(b) Performance planning stage 
 
This is the stage in which the manager clarifies to the employees the results and behaviour 
expected from them. This is also the stage where the manager and the employees agree on the 
developmental plan. 
 
Since targets are well set during this stage, it enables managers to measure the performance of 
employees at the end of the cycle. Employees will also know exactly what outcomes are expected 
from them, the behaviour they need to display, and the performance standards expected from 
them. 
 
(c) Performance assessment stage 
 
This is the stage where the employee and the manager assess the extent to which the desired 
behaviour has been displayed, and whether the desired results have been achieved, as well as the 
extent to which the goals stated in the developmental plan have been achieved. This stage also 
clarifies what actions are to be taken to improve employee performance where it is necessary. 
 
(d) Performance renewal and re-contracting stage 
 
This is the stage where the information gathered during other stages is analysed so that corrective 
actions can be taken in the next performance cycle. 

During this stage managers get an indication as to what actions should be taken in order to 
improve the future performance of their employees. Although this component is identical to the 
performance planning stage, this component uses information gathered during the review period, 
to make adjustments as needed. For example, some new key accountabilities and competencies 
may be included in the next performance cycle, to ensure that employee performance contributes 
to the performance of the organisation as a whole. 

 

 

 

 

Performance management systems include measures of both behaviours (what an employee does) and 
results (the outcomes of an employee’s behavior). 



 
Two additional characteristics: 

➢ Evaluative: Behaviours can be judged as negative, neutral, or positive for individual and 
organisational effectiveness. 

➢ Multidimensional: There are different kinds of behaviours that have the capacity to advance or 
hinder organisational goals. 

Not all behaviours are observable and measurable; PM systems include measures of results or 
consequences that are the direct result of employee’s behaviours  
 

 

 

 

General objectives of performance related reward plans rewards can be seen as being directed at 

achieving one or both of the two main objectives 

✓ Economic objective- when performance-related rewards are introduced in the organisation 

employees’ task motivation & work efforts increase & also the desired performance outcomes. 

 

The economic objective can be broken down into 3 more specific purposes: 

▪ Increasing task motivation–involves using performance-linked rewards to motivate or 

“incentivise” greater work effort per unit of time worked, resulting in increased labour 

productivity & reduced labour costs 

▪ Altering performance standard—using a combination of formal performance measurement 

& performance-contingent rewards to renegotiate pre-existing performance standards. 

▪ Increasing labour cost flexibility– Also known as “financial flexibility”, involves using 

performance-contingent pay to vary pay levels & aggregate labour in line with changes over 

time in the organisation’s “capacity to pay”. 

 

✓ Cultural objective-serve to transform employee values, attitudes & behaviour so as to draw out 

higher levels of organisational commitment, membership behaviour &/or organisational 

citizenship behaviour. These rewards can be used to shape or reshape the organisation’s culture. 

 

 

 

 

Time constraints: Managers may be too busy gathering and documenting information about an 
employee’s progress toward his/her developmental goals. Consequently, too much time may elapse 
between the assignment of the activity and the manager’s checking on the employee’s progress. 
 
Situational constraints: Managers are often unable to observe employees as they engage in 
developmental activities and therefore may not have first-hand knowledge about their performance. For 
example, managers can’t observe whether an employee, enrolled in an online course, is an active 
participant during the course, a meaningful contributor or a passive learner. 
 
Activity constraints: When the developmental activity is highly unstructured, such as an employee 
reading a book, the manager may have to wait until the activity is completed to assess whether the 



activity has been beneficial or not. 

 

 

 

 

• Establish development objectives. The manager works jointly with the employees in creating the 
developmental plan and its objectives. 
 
• Communicate effectively. The manager maintains regular and clear communication with employees 
about their performance, including both behaviors and results. 
 
• Motivate employees. Managers must reward positive performance. When positive performance is 
rewarded, employees are motivated to repeat the same level of positive performance in the future. 
 
• Document performance. Managers observe employee behaviors and results. Evidence must be 
gathered regarding instances of good and poor performance. 
 
• Give feedback. Managers measure employee performance and progress toward goals. They praise 
good performance and point out instances of substandard performance. Managers also help employees 
avoid poor performance in thefuture. 
 
• Diagnose performance problems. Managers must listen to employees and gather information to 
determine whether performance deficiencies are the result of a lack of knowledge and skills, abilities, or 
motivation or whether they stem from situational factors beyond the control of the employee. Diagnosing 
performance problems is important because such a diagnosis dictates whether the course of 
action should be, for example, providing the employee with resources so that she can acquire more 
knowledge and skills or addressing contextual issues that may be beyond the control of the employee 
(e.g., the employee is usually late in delivering the product because he receives the parts too late). 
 
• Develop employees. Managers provide financial support and resources for employee development 
(e.g., funding training, allowing time away from the job for developmental activities) by helping 
employees plan for the future and by giving challenging assignments that force employees to learn new 
things. 
 

 

 

 

CSFs and KPI’s role in the Performance Management System 

CSFs and KPIs are used as a planning mechanism in the Performance management system. 

Critical success factors (CSFs) refer to factors in the performance management system that provides a 
qualitative description of an element of the strategy in which the organisation has to excel in order to be 
successful. Key performance indicators (KPIs) are factors used to quantify and make CSFs measurable. 
If performance indicators, that measure the execution of the strategy and the creation of value, are not 
included in the performance management process, it will remain unclear whether strategic objectives and 
value creation have been achieved. 
 
Many of the intangible assets are not included in the formal reporting of the organisation, because most 
of these systems were built to report financial information. 
 



Therefore, the introduction of CSFs and KPIs provides a solution to this problem as they combine non-
financial leading indicators with financial lagging indicators in one system. This way it offers management 
a balanced view of the organisation’s performance, and a means to check whether the organisation’s 
strategy is being executed successfully. The use of critical success factors and key performance indicators 
enables measurement, and thus control of strategic objectives. 
 
The use of CSFs and KPIs enables measurement in the strategic performance management process, and 
thus control of strategic objectives. If these performance factors and indicators that measure the execution 
of the strategy and the creation of value, are not included in the performance management process, it will 
remain unclear whether the strategic objectives and value creation are being achieved or not. 
 

Thus without KPI’s CSF will not be measurable and CSF may just become statesments which cannot be 

implemented and achieved effectively  
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1. They may be tied to a poor performance management system in which the performance 

dimensions measured are not relevant to organisational success.   

2. The system may be rewarding behaviours and results that are counter to the needs of the 

organisation, e.g rewarding executives for short term results as opposed to long-term growth and 

environmental responsibility.  

3. Employees may not view the rewards as valuable, e.g when the difference between the rewards 

received by the best and the worst performers is not really meaningful.  

4. Managers may not be accountable for the system and implement it ineffectively 

5. The focus may be only on extrinsic rewards, such as pay and other tangible compensation, instead 

of also on intrinsic rewards, such as challenging and interesting work environment in which 

employees have control over what they do and how they do it.  

6. Rewards for executives are disproportionately large compared to the rewards for everyone else 

 

 

 

 

 

The important concepts that are relevant in litigation related to performance management are: 
 

Employment at will: With this common law principle, the employer can end the employment relationship 
at any time. This type of relationship gives employers considerable latitude in determining whether, when 
and how to measure and reward performance. Thus, an employer could potentially end the relationship 
without documenting any performance problems. However, in South Africa the decision to terminate the 
employment contract is regulated in the Labour Relations Act of 1995. 
 
Negligence: Many organisations outline a performance management system in their employment manual, 
employment contract, or other materials. When the system is described in such documents, but the 
organisation neglects to implement and apply the system as described, legal problems can arise. 
 
Defamation: Defamation is the disclosure of untrue and unfavourable performance information that 
damages an employee’s reputation. The employee can then argue that the organisation defamed him/her 
if the employer makes false and libellous statements during the course of the performance evaluation, or 
negligently or intentionally communicates this information to a third party, such as a potential future 
employer, thus subjecting the employee to harm or loss of reputation. 
 
Misrepresentation: Misrepresentation is about disclosing untrue but favourable performance information, 
and this causes risk or harm to others. When, for instance, a past employer provides a glowing 
recommendation for a former employee whose services was actually terminated because of poor 
performance, that employer is guilty of misrepresentation. 
 
Adverse impact: In the context of employment, adverse impact (also called unintentional discrimination) 



occurs when the performance management system has an unintentional impact on a protected class 
(referred to as previously disadvantaged group in South Africa). This can happen, for instance, when 
women consistently receive lower performance ratings than men. 
 
Illegal discrimination: Illegal discrimination (also called disparate treatment) happens when raters assign 
scores differentially to various employees based on factors that are not performance related, such as race, 
nationality, or ethnic and national origin. Some employees then claim that they were intentionally treated 
differently because of their sex, age, ethnicity or disability status. 
 
 

 

 

 

 

No it cannot be regarding as performance management; the process described in the case study is 
performance appraisal. 
Performance management is a continuous process of identifying, measuring and developing the 
performance of individuals and teams and aligning performance with the strategic goals of the organization  
 

 

 

 Disadvantages of a poorly implemented performance management system 
 



Increased Turnover: If the process is not seen to be fair, employees may become upset in the 
organization  

Use of misleading information: If a standardized system is not in place, there are multiple 
opportunities for fabricating information about an employee’s performance  

Lower Self-Esteem: Self-esteem may be lowered if feedback is provided in an inappropriate and 
inaccurate way which can lead to employee resentment. 

Wasted time and Money: PM systems costs time and money and these resources are wasted when 
systems are poorly designed. 

Damaged relationships: A deficient system may result in the relationship among individuals being 
damaged permanently. 

Decreased motivation to perform: Motivation may be lowered and can include the feeling that superior 
performance is not translated into meaningful tangible or intangible rewards. 

Employee burnout and dissatisfaction: If the PM system is not perceived to be fair employees may 
feel increased levels of job burnout and job dissatisfaction which may result in employees feeling 
irritated. 

Increased risk of litigation:  Lawsuits may be filed by individuals who feel that they have not been 
appraised fairly. 

Varying and unfair standards and ratings: Standards and individual ratings may vary across and 
within units and be unfair. 

Emerging bias: Personal values, biases, and relationships are likely to replace organizational 
standards. 

Unclear rating system: Employees may not know how their ratings are generated and how ratings are 
translated into rewards because of poor communication 
 

 

 

Prerequisites:  Knowledge of the organisations Mission and strategic goals.  Knowledge of the job in 
question.  During the prerequisites stage employees get clarity on exactly what tasks are involved in their 
jobs. It also helps employees to know if they possess the required skills and knowledge required in their 
jobs.   
 

Performance Planning:  During this stage the manager and the employee meet to discuss, and agree upon, what 

needs to be done and how it should be done. This step also includes a discussion about results and behaviours, as 

well as a developmental plan. The discussion will include setting key accountabilities, specific objectives and 

performance standards.   

 

Performance review - the employee and the manager/supervisor meet to review the employee’s assessment. This 

meeting is usually called the appraisal meeting or discussion, during which the employee receives feedback on his/her 

performance.    
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Performance = declarative knowledge x procedural knowledge x motivation.  

 

 

 Declarative knowledge: Information about facts and things, including information regarding a given 

task’s requirements, labels, principles and goals.  

There is evidence in the case study that Dintwa has declarative knowledge as he has completed his honours degree 

in engineering with distinction. 

 

Procedural knowledge: The combination of knowing what to do and how to do it, and it includes cognitive, 

physical, perceptual, motor and interpersonal skills.  

Dintwa does not possess procedural knowledge as this is his first job and he requires hands on training, having only 

declarative knowledge and lack of support from management and colleagues makes it difficult for him to meet his 

targets. Therefore procedural knowledge = 0 

 

Motivation: Involves three types of choices, namely:  

1. The choice to expend effort  

2. The choice of level of effort  

3. The choice to persist in the expenditure of that level of effort 

Dintwa is demotivated by a number of factors: Lack of support from his manager and colleagues, lack of training, 

inability to meet targets, a stressful work environment due to being viewed as a threat and being the center of office 

gossip has led Dintwa to expend his effort in search of jobs in other companies instead of his current job function. 

Therefore motivation = 0  

 
Performance = declarative knowledge x procedural knowledge x motivation.  

If any of the determinants has a value of 0, then the performance also has a value of 0. 

  



The statement means that there will not be any performance (= 0) in a particular job if an employee lacks 
any of the determinants of performance, namely: declarative knowledge (= 0), procedural knowledge (= 
0) and motivation (= 0) 
 
From the case study it is evident that although Dintwa has declarative knowledge, procedural knowledge and 

motivation has a value of 0 and thus the result is that performance will also have a value of 0. 
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Stage 4 - Performance assessment  
 
Performance assessment is the evaluation stage and is the fourth stage of the performance 
management system. 
Here the employer and the manager are responsible for assessing the extent to which the desired 
behavior has been displayed and whether the desired results have been achieved, as well as the extent 
to which the goals stated in the developmental plan have been accomplished.  
The direct supervisor is the main source responsible for collecting performance information. 
The performance assessment stage also includes the extent to which the goals stated in the 
developmental plan have been achieved. 
The employee and manager are both accountable and both parties must take ownership of the 
assessment process. 
The assessment stage is crucial in identifying problem areas  
This stage should not be omitted or there would be no attempt to identify problem areas. It would be 
difficult to determine whether the set goals of the developmental plans are being achieved, or whether 
the results were achieved; or what actions are to be taken to improve employee performance. 
 

 

Performance management systems can serve a number of purposes 



 
Administrative Purpose 
Performance management systems help to furnish valid and useful information for making administrative 
decisions about employees including salary adjustments, promotions, employee retention or termination 
of service, layoffs and merit increases. The implementation of reward systems based on information 
provided by the PM system falls within the administrative purpose. 
 

Informational Purpose 
Performance management systems serve as an important communication device. It informs employees 
about how they are doing and provides them with information on specific areas where they may need 
improvement.  
It provides information on the organisations and supervisor’s expectations and what aspects of work the 
supervisor believes are most important (related to the strategic purpose). 
 

Strategic Purpose 
PM can help top management to achieve its strategic business objectives by linking the organisational 
goals with individual goals. Through the PM process, the behavior of employees is reinforced to be 
consistent with the attainment of organisational goals, and the most important strategic initiatives are also 
communicated. PM also plays an important role in the “on-boarding” process, where new employees are 
oriented to understand the organisation’s culture & values and the behavior & results that are valued & 
rewarded. 
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Comparative systems –  
base the measurement on comparing employees with one another and include 

• Simple rank order 

• Alternation rank order 

• Paired comparisons 

• Relative percentile 

• Forces ditstribution 
 
Comparative systems are easy to explain and the resulting data are easy to interpret, thereby facilitative 
administrative decisions. 
 
On the other hand, employees are usually compared to one another in terms of overall single category instead of 
in terms of specific behaviours or competencies. This produces less useful feedback that employees can use for 
their future improvement. 
 

 



Absolute systems 
Include evaluations of employees performance without making direct reference to other employees. 
Such systems include  

• Essays – difficult to quantify but produce usefull and detailed feedback 

• Behaviour checklists – easy to use and understand (but 1 point difference may mean different on diff 
levels)  

• Critical incidents – allows supervisors to focus on actual job behaviour rather than on vaguely defined 
traits – gathering data time consuming 

• Graphic rating scales – most frequently used 
 

 

 See previous

 

The results approach is most appropriate under the following circumstances: 
❖ Workers are skilled in the needed behaviour (e.g. appropriate when workers have the necessary 

knowledge and skills to do the work) 
❖ Behaviour and results are obviously related (e.g. certain results can be obtained only if worker 

engages in certain specific behaviors) such as a line-worker involving repetitive work. 
❖ Results show consistent improvement over time (when results improve consistently over time it 

shows that workers are aware of behaviors needed to complete job) 
❖ There are many ways to do the job right (when there are different ways in which one can do the 

task required) 
 
 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

To make sure that person knows where they are failing and to correct such failure/poor performance.  Otherwise 

they might not even be aware as in ntombi’s case.  He should just have done it earlier and not only after a year. 

  

 

 

Prerequisite stage {1 mark) 
 
This is where the mission and strategic goals of the organisation, as well as the details of the job in 
question are clarified. (1 mark) 
 
Therefore, the omission of this stage will result in employees and departmental managers not knowing 



exactly how they can contribute to the achievement of the goals of the organisation as a whole. In other 
words, they will not know what is expected of them. (2 marks) 
 
the fact that Ntombi says im totally lost and don’t know what they expect of me is a problem and indicates that 
even the 1st stage of PMS has not been implemented or not implemented correctly.   A job analyses process 
must be done for Ntombi to be aware of her role and functions and how they align to the role and functions of 
the organisation.  
 
Planning stage (1 mark) 
 
This is the stage in which the manager clarifies to the employees the results and behaviour expected 
from them, and collectively reaches an agreement on the developmental plan for the employee. (1 mark) 
 
The omission of this stage will therefore imply that employees may not be performing according to the 
required standards since they are not aware of the standard expected of them. Managers will not be 
able to measure the performance of employees if no standards in terms of results and behaviours have 
been set. (2 marks) 
 
This stage was clearly not implemented correctly because Ntombi is unsure of what results and behaviour is 
expected of her.  
 
Performance execution (1 mark) 
 
This is the stage in which employees are striving to achieve the goals they agreed upon, as per 
developmental plans. In other words, employees should at this stage monitor themselves to see if they 
are on the right track; that is, if they are likely to achieve what they agreed upon in the planning stage. 
{1 mark) 
 
The omission of this stage would therefore result in employees waiting until serious problems develop 
since they would be not sure whether they were on the right track. This could lead to many problems for 
both the employee and the organisation. Employees should be proactive in their approach to their work. 
(2 marks) 
 
If Ntombi was proactive and engaged with her supervisor to get feedback on her work performance she would 
have been aware earlier on that she was not on the right track and could have corrected it before it came to 
the review/ appraisal stage where it is basically too late. 
 
Performance assessment (1 mark) 
 
This is the evaluation stage, whereby the employer and the manager are responsible for assessing the 
extent to which the desired behaviour has been displayed and whether the desired results have been 
achieved, as well as the extent to which the goals stated in the developmental plan have been 
accomplished. {2 marks) 
 
Therefore, the omission of this stage would result in the same underperformance as the previous cycle 
(if this was the case) on the side of employees. This is because there would not be any attempt to 
identity problem areas, so employees would merely continue performing in the same way. For instance, 
it would be not known whether the goals of,.the developmental plans were being achieved, or whether 
the results were achieved, or what actions are to be taken to improve employee performance. (2 marks) 
 
In Ntombi’s case their were no evalutations held and she was unaware that she is not achieving her goals and 
achieving the required results.  This led to her not being able to improve her unsatisfactory performance. But 
if Ntombi have performed self-appraisals in terms of the required goals, results and behaviours in the 
development plan she would have also picked up that she was not on the right track. 
 
Performance review (1 mark) 
 
This stage involves meetings between the employee and the manager in which employees receive 
feedback on their performance. Based on the outcomes of this meeting, employees are rewarded or are 

required to revisit their developmental plans and make the necessary adjustments to ensure improvements in 
the future. (1 mark) 
 
The omission of this stage would deny employees the opportunity to be rewarded for their outstanding 
performances; as well as the opportunity to improve their future performance. (2 marks) 



 
this stage was implemented in Ntombi’s case but unfortunately their was problems highlighted with her 
performance and she was not rewarded.  Her supervisor did not clarify the exact extent and reasons for 
her failure which makes it difficult for her to understand why she was failing.  At least she can now use 
this information to try and improve better performance.  
 
Performance renewal and recontracting (1 mark) 
 
This is the stage where the information gathered from other stages is analysed so that the correct action 
can be taken in the next cycle. (1 mark) 
 
The omission of this stage would result in managers having no idea as to what actions are to be taken in 
order to improve future performance. In other words, they would not have a clue as to what is wrong with 
the current situation, how it went wrong and how to rectify it since no effort was made to analyse the 
system. {2 marks} 
 
if this system is now implemented Ntombi and her supervisor can analyse the system and the outcome 
info and determine where the problem is.  They can adjust her developmental plan or adjust the goals 
according to ensure that she receive better performance outcomes in the coming cycle.  
 

 

 

Limited uses the results and trait performance measurement approaches. 
 
Limited uses the results approach. The results approach emphasizes the outcomes and results 
produced by the employees. It does not 
consider the traits employees may possess or how employees do the job. This is basically a bottom-line 
approach that is not concerned about employee behaviours and processes, but instead, focuses on what 
is produced.  Example from case study: The performance of the following are measured using total 
sales, market share and expence/ growth ratio. 
 
 
Limited also uses the trait approach because they measure leadership competencies like fashion sense, 
financial acumen and entrepreneurial drive. 
 



 

Trait approach 

Emphasis the individual performer and ignores the specific situation, behavior and results. The problem 

with this is that traits are not under the control of individuals and the fact that an individual possess a 

certain trait does not mean that this trait will necessarily lead to desired results or behavior.  This approach 

is not fair on employees.  

Example: 

Trait approach can be fruitful: as part of its business strategy, an org may anticipate drastic structural 

changes that will lead to the reorganization of most functions and the resulting reallocation of employees. 

In such a circumstance, it may be useful to assess the traits possessed by the various individuals so that 

far and appropriate decisions are made regarding the allocation of resources across the newly created 

organization. In most organizations performance is not measured using the trait approach. 

 

Results approach 

This approach emphasizes the outcomes and results produced by the employee.  Bottom line approach. 

It does not consider the traits that an employee may possess. 

The results approach is most appropriate under the following circumstances: 

❖ Workers are skilled in the needed behaviour (e.g. appropriate when workers have the necessary 
knowledge and skills to do the work) 

❖ Behaviour and results are obviously related (e.g. certain results can be obtained only if worker 
engages in certain specific behaviors) such as a line-worker involving repetitive work. 

❖ Results show consistent improvement over time (when results improve consistently over time it 
shows that workers are aware of behaviors needed to complete job) 

❖ There are many ways to do the job right (when there are different ways in which one can do the 
task required) 
 

 

Ignore not part of scope for oct nov 2017 

 

 

Ignore not part of scope for oct nov 2017 

 

 

Ignore not part of scope for oct nov 2017 

 



 

 

Extrinsic rewards, such as pay and other tangible compensation – e.g at Black rose they receive annual salary 

increase, same remuneration for all. 

 

Intrinsic rewards, such as a challenging and interesting work environment in which employees have control over 

what they do and how they do it – this is not awarded at black rose heirdressers. Employees feels their extra effort 

is not seen or rewarded. They are demotivated and they leave the company for opposition companies who do offer 

intrinsic rewards also. 

 

 
 

There is 2 broad types of rewards.  

Extrinsic rewards, such as pay and other tangible compensation. 

 

and 

 

Intrinsic rewards, such as a challenging and interesting work environment in which employees have control over 

what they do and how they do it 

 

Pay is not the only factor that motivates people. People want more out of a job than a paycheck, 

 

People seek an environment based on trust and respect, where they can have fun and develop relationships with 

others, and engage in meaningful and interesting work. 

 

Rewards systems that focus exclusively on pay and other monetary rewards, at the expense of non-financial 

rewards are basically bribing employees and eventually will pay a high price in a lack of employee loyalty and 

commitment. 

Rewards systems must go beyond pay and consider rewards as anything that increase the chances that specific 

behaviours and results will be repeated, or that employees will engage in desirable behaviours and produce 

desirable results in the future.  

Rewards can include the following: 



1. Formal commendations and awards 

2. Favourable mention in company publications 

3. Private informal recognition for jobs well done 

4. Public recognition including praise, certificates of accomplishment and letters of appreciation 

5. Status indicators, e.g. new jobtitle, larger work area, promotion, abitlity to supervise more people and 

newer and more equipment 

6. Time, e.g taking longer breaks, leaving work earlier and getting time off 

7. A more challenging work environment, responsibility and freedom.  
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