***°
1) Differentiate between competences and competencies. Also refer to the problem of competencies
10 marks
‘Competence’ means a skill and the standard of performance reached while ‘competency’ refers to the behaviour by which it is achieved. In other words, one describes what people can do while the other focuses on how they do it. Competences refer to the range of skills, which are satisfactorily performed, while competencies refer to the behaviour adopted in competent performance.
Definition for competency is ‘competencies are the characteristics of an employee that lead to the demonstration of skills and abilities, which result in effective performance within an occupational area. Competency also embodies the capacity to transfer skills and abilities from one area to another’.
[bookmark: _GoBack]The problem, which stems from the ambiguity of the concept, has to do with where competencies fit within a theory of performance.
Irrespective of this issue of where competencies fit within a theory of performance, it remains the case that the person-centred explanations are deficient because they pay insufficient attention to factors outside the person, that is system or contextual factors. These too have an influence on what people accomplish and on how they behave.
***°
2) Explain how organisational culture impacts on performance management. Also advance the arguments, which doubt that the strong culture equals high performance equation.
20 marks
Characteristics of high performance cultures and the elements of a high performance culture
10 marks
Many companies focus on growing their skills and capabilities in order to develop a high performance culture. Some regard a high performance culture as an extension of the organisational culture which influences the way people think, make decisions and behave. Organisational values form the basis of organisational culture, and organisational culture in turn has an impact on performance management. High performance organisations are able to integrate the intangible elements of their character, such as their values, with their tangible elements, such as their systems and procedures. Unspoken characteristics of the organisation's culture can as such be converted into vision, mission and strategy statements to enable the organisation to translate the ideals of the organisation into tangible objectives and thus into action.
Organisational culture provides the cultural basis according to which performance is regarded as an important component of management. Caution should be taken against the assumption that a strong culture as defined by particular vision and strategy documents necessarily equals high performance. This is evident in dysfunctional cultures and also distinguishes between adaptive and unadaptive organisational cultures. However, organisational culture also provides a basis against which organisational performance is measured. Recent literature shows that, in their search for performance excellence, organisations prefer the term "high performance culture", and, through translating their performance culture into vision, mission and strategy elements, they are able to benchmark themselves against other world class organisations, and they are able to measure their performance achievements.
Organisations can no longer measure their success based on a single bottom line of financial success. These authors conclude that in order to achieve long-term success, companies should strive to develop an organisation with a high performance culture. Van Heerden and Roodt have studied various perspectives on the tangible characteristics of a high performance culture. In particular they have found some trends that appear across the various perspectives.
Characteristics of high performance cultures:
· An organisation's performance is not measured solely by financial success but by the effectiveness of its internal processes as well as how effectively the company responds to the needs of customers, employees and society. The company's excellence is determined by how effectively its internal processes are supported by its strategy, policies, customer and market focus, people management and leadership as well as information management.
· Tools such as the balanced scorecard are used to ensure that the company's vision and strategy are translated into operations and enable effective measurement of their execution.
· A single integrated strategy is aimed at continuous improvement and supported by active management of performance through linking rewards for all employees to the success of the business.
· Visionary thinking prevails, a "can do" mind-set and a clear understanding of strategy. Employees have a clear understanding of what the company wants to achieve, and they believe in the vision of the business. The visionary ideals of the company are therefore translated into clear strategy.
A strong customer focus is kept by sustaining a flexible, multi-skilled work force that constantly ensures that they are ahead of the game in terms of addressing customer needs.
***
3) The role of fairness in performance management and the impact of perceived fairness on motivation with regard to giving rewards
15 marks
Employees’ perceptions of fairness very commonly relate to the rewards or other benefits they receive.
When people work closely together, they tend to compare how they are being treated with how others are being treated, and they look for what they perceive as fairness in the circumstances. In this sense we can talk about outcome fairness and distributive justice, and about how basing performance evaluation on performance achieved, and basing rewards on evaluation given, ensures that fairness prevails. Perceptions of outcome fairness, particularly negative perceptions, are likely to impact on performance, as negative perceptions of fairness may increase absenteeism and turnover rates, which is likely to have a detrimental effect on performance.
The next problem concerns the procedural justice of performance management procedures. If they are not perceived to be procedurally just or fair, employees are not likely to accept them. We cannot consider the perceived fairness of the decisions themselves separately from the means by which those decisions are arrived at – this is procedural justice.
There are 5 procedural factors which contribute to the perceived fairness of the evaluation process:
· Employee input is solicited before the evaluation and is used
· There is two-way communication during the evaluation interview
· Employees have the ability to challenge or rebut the evaluation
· The rater is familiar with the employee’s work
· Standard are applied consistently
If PRP is to serve as a motivation a number of conditions must be met:
· Performance must be accurately measured
· Increased pay must be a valued outcome
· The relationship between pay and performance must be clearly defined
· Opportunities to improve performance must exist

*More pg192*
**°
4) Explain van Heerden and Roodt’s integrated high performance organisational model by means of an appropriate illustration
15 marks
[image: ]
3 Main elements of a high performance culture, namely the company's ability to provide direction, the existence of an effective delivery system, and the business results:
· Direction: The authors have found that one of the single most important characteristics that a high performance organisation culture possesses is a clear vision and strategy. The vision and strategy set direction and provide a basis for constructive action and future sustainability. Leadership commitment is the key driver of the company's vision and strategy. It is top management that enables the rest of the organisation to translate the vision and strategy into achievable goals and actions.
· Delivery system: The delivery system contains the fundamental activities for ensuring that the organisation's direction is achieved. The capabilities of the whole organisation, its teams and each individual employee contribute to the organisation's ability to deliver on its vision and strategy. The effective management of resources, policies, procedures and performance also forms part of the delivery system.
· Business results: Stakeholder satisfaction as well as financial performance forms the yardstick for measuring the organisation's success. These authors conclude that in the South African context their proposed model should include a partnering relationship with organised labour and government (that is, organisational governance), as this performs a key role between the delivery system and business results.
**
5) Explain how contextual performance may enhance performance in organisations
10 marks
Contextual performance is:
· Volunteering to carry out task activities that are not formally a part of the job
· Persisting with extra enthusiasm of effort when necessary to compete own task activities successfully
· Helping and cooperating with others
· Following organisational rules and procedures even when personally inconvenient
· Endorsing, supporting and defending organisational activities
Is important to recognise about contextual performance is that though these behaviours are to the benefit of the organisation they are not always a formal part of the job and to that extent they are much more heavily volitional or discretionary than are formally prescribed behaviours.
**
6) Discuss how an organisation’s performance can be measured by focusing on the process of qualifying productivity in terms of inputs, outputs and the transformation process
10 marks
Specific quality control tests, such as those used by the South African Bureau of Standards (SABS), can be used to measure the durability of the units. The measurement of qualitative output usually goes further than specific quality control tests and includes criteria such as excellence, value, conformity to specifications when compared with industry standards, and meeting and exceeding customer expectations.
Inputs are converted into outputs in an organisational setting through a process that requires the synthesis of all elements of the organisation. In an ideal situation it is through the transformation process that given outputs are produced through the most efficient use of input resources. In order to deliver an overall efficient service, the various elements of an organisation need to operate in harmony

Measurement can be made on both a quantitative and a qualitative basis - quantitatively in terms of the number of meals delivered within a specified time span against the overall cost of producing these meals, and qualitatively in terms of value and customer/resident expectations (that is, a hot meal that is nutritious, tasty and adequate) and also against the cost of producing the meal.

**
7) Describe the 3 antedents of behaviour, namely declarative knowledge, procedural knowledge, skills and motivation. Apply this theory to a practical situation.
15 marks
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”).
EXAMPLE
(1) Declarative knowledge
In order to function at a high level, the sales representative needs to have a reasonable stock of knowledge about the job.
The representative needs sound product knowledge - in other words, he or she must know what ranges of lounge suites are available from the company, what range of fabrics is available, and what the properties of these fabrics are (such as how durable they are and what colours fade easily). This knowledge also extends to competitors' products and the advantages, if any, of the company's products over the competitors'.
A sound knowledge of the principles of selling is also needed. The representative must know how to retain the interest of customers, how to identify customer needs, how to persuade customers to buy the company's products and how to close a sale.
Another requirement is knowledge of company and personal goals or targets. The sales representative must be aware of the goal that he or she is working towards, how many lounge suites he or she needs to sell per week or month, and what the sales target is in terms of money that needs to be generated.
Finally, a degree of self-knowledge is also required. The representative must identify personal strengths and weaknesses by asking questions like: "Can I rely on my approach to opening a sale?", "Do I need to manage my time better so I can call on more customers in a day?", "How well am I able to close sales?" and "How well do I know the company's range of products and our competition?"
(2) Procedural knowledge and skills
The successful sales representative will have acquired the necessary skills for the job and will be familiar with the procedures.
The sales representative should develop and operate according to a sales roster. This will enable him or her to ensure that all customers (furniture stores) are called on regularly, that customer complaints are dealt with efficiently and effectively, that customers who are contemplating a purchase are contacted regularly, and that attempts are made to close the sale.
The sales representative should demonstrate an acceptable level of cognitive skill by being able to communicate on an intellectual level equivalent to that of most customers and by showing a degree of general knowledge that holds the interest of most customers.
The sales representative should demonstrate a degree of self-management. He or she should exercise self-discipline and call on all customers regularly, practise effective time management, set realistic targets and stick to these targets.
The sales representative should show an acceptable level of interpersonal skill. He or she should nurture a good relationship with all customers, actively listen to their needs, show flexibility and enthusiasm, and portray the company in a positive light.
Apart from being able to drive a motor vehicle and commute from customer to customer, a furniture sales representative also requires various psychomotor and physical skills. These may be quite different for a sales representative who demonstrates complicated equipment and who has probably been trained on the equipment before attempting to sell it.
(3) Motivation
For a sales representative to be successful, he or she has to make a conscious effort to perform at a high level and to sustain this level of performance over a prolonged period. It is often in this area that sales representatives who have all the necessary declarative and procedural knowledge and skills fall short because they are unable to increase their efforts or sustain an increased effort over a sufficiently long period.
**
8) Discuss at least 4 conditions which need to be met if PRP is to serve as an effective monitor
10 marks
(1)  Accurate measurements
Many jobs are vague and do not lend themselves to accurate measurements. It is one thing to measure the output of a machine operator on a factory production line or the sales generated by a sales representative, but quite another to objectively measure the output of a human resources officer or even a nursery school teacher, as performance in the latter two jobs may be open to numerous interpretations.
(2) The attachment of a value to pay increases
Not everyone will attach a value to pay increases. Individualism is a rising social phenomenon that has brought with it a multitude of interpretations of reward.
If employees value their jobs and they might respond by increasing their productivity. Others may place a greater value on time off than they would on a monetary reward, while yet others may be motivated by recognition. What complicates matters even more is that as the career of each person unfolds so their perception of rewards is likely to change. In the initial stages of employment when earnings are relatively low, money may be an appropriate reward. However, when a family arrives and begins to grow up, time off to attend children's sporting events at school may become more important. It would be impossible to cater for all these types of needs in any one reward for performance policy.
(3) Ensuring an association between performance and pay
Superior performance should preferably be rewarded close to the event. However, the pay systems of most companies do not cater for this. Often companies are able to evaluate performance only well after the event, and the reward for this performance usually lags behind the evaluation. For instance, performance is usually rewarded during an annual review. However, this reward may lag behind the actual performance by a year. An employee who may have performed at a high level during January and February may have to wait until the following January to be rewarded. This type of system is hardly likely to motivate employees on a short-term basis, and often performance increases only as performance review dates draw near and then falls off as they pass.
(4) The existence of opportunities to improve performance
With the current rate of organisational change, and the changing nature of work, many opportunities to improve performance are disappearing. As organisations restructure and the flatter organisation begins to emerge, many promotional opportunities tend to disappear and with them motivation to increase performance. A further issue is the meaning of work. Work that is rudimentary, boring or demeaning is unlikely to encourage high levels of performance. In addition, with technological developments, many jobs have lost the element of skill that required input from workers and, together with this loss, personal pride has been reduced. To generate opportunities for improvement, companies need to create the appropriate environments, equip employees with the right equipment, and expose them to the relevant training. All of this costs money, which cannot always be afforded.
*
10) Argue the different perspectives on performance management and conclude with an integrative perspective
15 marks
The evolution of performance appraisal into the more holistic performance management is also signified by the three different possible perspectives on managing performance in an organisation.
The three perspectives include viewing performance management as:
(1) A system for managing organisational performance
The characteristics of such systems are that they are corporate systems that include the following processes as part of an annual integrated cycle of management:
a) setting corporate policy, and resource aims and guidelines
b) specifying (within the framework provided by the above) a detailed set of plans, budgets, objectives, targets and standards of performance
c) regularly and systematically reviewing the performance of all services 
The focus of this model is on determining the organisation's strategy and implementing that strategy through the organisation's structure, technology, business systems and procedures.
Employees are not the primary focus.
(2) A system for managing employee performance 
Performance management is commonly represented as a cycle with the main focus on employee performance. This is usually a performance appraisal process which entails various steps. 
Performance review is usually regarded as a joint activity in which responsibility rests with the job holder and the manager. It is an on-going activity and the employee's active involvement and agreement is important. 
(3) A system for integrating the management of organisational and employee performance 
This may be regarded as a combination of the first two perspectives that is reflected in the extent to which there is an emphasis on organisational, as opposed to employee, performance. 
Ultimately the central aim of the PM system is to support, develop and improve individual performance by linking individual objectives to organisational strategies, thereby also improving company performance. 
Employee performance is based on the organisation's mission, strategy and goals, which implies that they have been communicated to and have been understood by those involved. 
PM supports the overall business strategy through individual performance management interventions.
*
11) Identify and describe the way 6 factors have influenced performance management, and how they influence the future of performance management in the company
15 marks
(1) Market conditions
· increasingly competitive environment
· the effect of globalisation on competitiveness and organisational performance 
(2) Management theories and philosophies
· Peter and Waterman's In search of excellence – excellence and quality
· greater concern with manufacturing and service delivery 
(3) Technological developments
· evolution of product and process technology
· growth in IT, CAD and business process engineering 
(4) Organisational restructuring and change
· effects of downsizing and delivering – more control by individual managers and higher flexibility 
· effects of franchising leading to empowerment
· negatives: job losses and fewer promotion opportunities 
(5) Government policies
· Labour Relations Act
· Employment Equity Act 
· Basic Conditions of Employment Act
· Skills Development Act 
(6) Inadequacies of performance appraisals
· system characteristics
· PA elements
· PA outcomes 
(for further examples, see Williams, 2002, p 10)
*
12) Present a realistic model of the development and design of a performance appraisal system as a step-by-step approach to performance management
15 marks
[image: ]
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*
13) Discuss the benefits and disadvantages of development and reward based performance management
15 marks
• Reward based systems focus on performance payment systems as tool to change behaviour with little emphasis on other HR systems/ interventions that can also be used. Changing the remuneration policy and practices is seen as primary means of delivering improved organisational effectiveness. (2)
 • At least one example of these from case study (1)
• Development driven systems stresses importance of ensuring that a range of HR practices (including training and development) are integrated to ensure performance. Remuneration is regarded as complementary. (2) 
• At least one example of these from case study (1)
• Reward based performance clearly links to principles underlying McGregor’s theory X, and development based with theory Y:
• According to theory X:  Management is primarily responsible for organizational performance and should direct, persuade, punish, control and modify employees’ behaviour to ensure organizational effectiveness, otherwise employees will be passive, even resistant. (2) 
•  According to Theory Y:  Management is responsible for organizing the elements of organizational performance but people are not passive nor resistant and management should arrange organizational conditions and operations so that employees can achieve their own goals best by directing their efforts towards organizational performance.  As such the motivation, potential for development, responsibility and goal orientation are evident in people and management should provide the circumstances and opportunities to develop these. (2) 
Conclusion: 
• Reward based system does thus not have real motivational benefits and will most possibly lead to lowered morale. (1)
 • It is difficult to link rewards to a developmental perspective, but this may be alleviated if we develop a broader view of reward. Many reward based practices can then be linked to that of the development perspective such as autonomous jobs which provide opportunities for skill development and coaching.  (3)

*
14) Indicate the importance of having a vision, mission and strategy specifically in relation to performance management
10 marks
Organisations should approach performance management holistically – aligning employees' performance with organisational strategy. A performance-based organisation usually focuses on achieving goals against which the success or failure of the organisation is measured. Yet, the organisation should identify its goals and communicate them to employees in order to ensure that the employees' daily activities and  performance goals are aligned with the organisation's goals. Thus developing vision, mission and strategy statements helps to make organisational goals clear and aligns them with employee goals.
The vision statement describes a long-term position that the organisation aims to achieve (denotes some future state).
The mission statement is the short-term scope of the organisation's operation evaluated against its competitors; it is the organisation's current purpose that sets it apart from other organisations (an enduring statement about an organisation's intent/business).
The strategy statement indicates the means by which the organisation intends to achieve its vision, mission and objectives. This can be interpreted in two ways: content or process.
Vision, mission and strategy statements illustrate the features of the organisation, such as: 
– the values that guide the organisation
– the distinctive features that characterise the organisation
– the interests of all the stakeholders
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Figure 9.1

Designing performance appraisal: a framework for performance management
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Figure 92 A realistic model for performance appraisal system design:
a step-by-step approach for performance management
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