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SYNOPSIS

THE PERFORMANCE APPRAISAL FUNCTION IN

SOUTH AFRICAN LOCAL AUTHORITIES

by

SAGUNA SOOKDEW

SUPERVISOR : DR D SING
JOINT SUPERVISOR : DR S MOODLEY
DEGREE : MA (PUBLIC ADMINISTRATION)

In this dissertation a study 1is undertaken of the
performance appraisal function in South African local

authorities.

Local authorities in South Africa are the third tier of
government and are subordinate to the other two tiers,
namely, the central and provincial authorities. They are
established to render a variety of goods and services to the
local community and to contribute to the national goal of
community welfare. In the light of changing circumstances
in South Africa, communities are becoming more advanced and
complex and are placing new demands on local authorities
everyday. Therefore, local authorities must ensure that
their limited human resources are utilised as efficiently

and effectively as possible to achieve an acceptable quality

(x)



of life for the local community. Thus, municipal personnel
administration plays an important role in contributing to

the welfare of the local community.

Municipal personnel administration comprises of several
component activities such as personnel provisioning, support
functions, training and development, and personnel
utilisation functions. Performance appraisal falls within
ambit of the personnel utilisation function and plays a
pivotal role in promoting the improved productivity of

municipal personnel.

In view of the aforementioned, this study investigates the
implementation of the performance appraisal function in
South African local authorities. The research was
necessitated by the fact that local authority employees make
up 14,8 percent of public sector employment and up to 70
percent of a 1ncal authority’s operating budget is allocated
for staff expenditure. Therefore, it is important that
local authorities have an efficient and effective work
force, and one of the ways this can be achieved is through
the implementation of the performance appraisal function.
Furthermore, very little research has been undertaken on the
performance appraisal function as an activity within

municipal personnel administration.

Municipal employees must ensure that all activities

(xi)



constituting the performance appraisal function be
implemented in terms of the dictates of the generic
administrative, management, functional and auxiliary and
instrumental activities. They must also adhere to the
normative guidelines which have direct bearing on the
performance appraisal function, such as legislative
supremacy, maintenance of public accountability, efficiency
and effectiveness, respect for community values and ethical

standards.

The study undertaken on the performance appraisal function
in South African local authorities is viewed from a

theoretical and operational perspective as follows:

- performance appraisal and municipal administration;

- theoretical perspectives of the performance appraisal
function;

- nature and content of performance appraisal systems;

- the performance appraisal function in South African

local authorities; and

- developing an acceptable performance appraisal system

for South African local authorities.

The performance appraisal systems at local authorities
studied, are primarily viewed within an administrative frame
of reference. Particular attention is focused on the

generic administrative, management, functional and auxiliary

(xii)



and instrumental activities, as well as the normative
factors of public administration. The efficient and
effective utilisation of municipal personnel resources,
especially in regard to their placement, development and
promotion through the use of the performance appraisal

function, is stressed.

In the 1light of the aforementioned the following

recommendations are made:

(1) that municipal councils and high-ranking officials
give due regard to the importance of the
performance appraisal function within the context

of municipal personnel administration;

(ii) introduction of the performance management and

development programme as postulated in chapter 6;

(iii) review of performance appraisal on an ongoing
basis (at least once a year) within an
administrative frame of reference with particular

attention to the following:

- legislative measures;
- policy directives;
- organising;

- financing;

(xiii)



(iv)

(v)

= Stafflj/‘
- determining systems and procedures; and

- exercising control;

that supervisors (appraisers) in municipal
departments undergo training to implement the
appraisal system and to keep abreast with the

latest developments in the field; and
the creation of a separate department or section

to deal specifically with the performance

appraisal function.

{(xiv)



CHAPTER 1

INTRODUCTION

1. STUDY PLAN

1.1 APPROACH

It is imperative that South African local authorities be
administered in an efficient and effective manner so that

they contribute to the national goal of community welfare.

Since public administration, as an activity, 1s concerned
with the promotion of human welfare and interests, it
follows that 1local authorities should also execute their
functions within the context of the public administration
paradigm. Public administration comprises of several
activities, namely, the generic administrative, management,
functional and auxiliary and instrumental activities which
must be carried out in any institutionalised framework to

achieve community goals.

Since municipal administration is a specialised field of
public administration it follows that the processes of
public administration would also be used to achieve
municipal goals within the municipal environment.

Municipal administration comprises of several sub-fields of



activity, such as municipal personnel administration,
municipal financial administration and municipal health
administration. Municipal personnel administration
comprises of several component activities, such as personnel
provisioning, support functions, training and development
and personnel utilisation functions. The performance
appraisal function falls within the ambit of the utilisation
function. The performance appraisal function is one of the
activities of municipal personnel administration which
promotes the improved productivity of personnel. Therefore,
the performance appraisal function together with the other
municipal activities contribute to the achievement of
municipal goals. The generic administrative, management,
functional and auxiliary and instrumental activities have to
be carried out both efficiently and effectively to achieve
the goals of performance appraisal, which are to

(Questionnaire 1990:Q3):

- promote employees;

- determine development needs and career growth;

- plan and utilise manpower;

- identify goals, objectives and performance standards;
- update selection and promotion procedures; and

- satisfy legal demands for equal treatment of employees.

In addition, there is a need for well trained personnel with

the necessary ability, knowledge, skills and behavioural



attitudes to achieve the goals of performance appraisal.

Research in local government in South Africa has previously
focused primarily on the fields of financing, housing,
materials administration and training of municipal
personnel. However, very little attention has been devoted
to the performance appraisal function. Consequently, this
research has been undertaken to provide valuable insight
into the performance appraisal function in South African

local authorities.
The following areas form the basis of the study

(a) performance appraisal and municipal administration,

highlighting, inter alia:

- municipal administration;
- municipal personnel administration; and

- normative factors of public administration.

(b) theoretical perspectives of the performance appraisal

function, emphasising:

- objectives;

- purposes;

- characteristics;
- approaches;

- problems;



- interviewing; and

- training.

(c) nature and content of performance appraisal systems

theoretical perspectives.

(d) the performance appraisal function in South African

local authorities : operational perspectives.

(e) developing a performance appraisal system within

the following context

- features of the behaviourally anchored rating
scales (BARS);

- features of the management by objectives (MBO)
system;

- basic characteristics of the performance
management and development system; and

- primary features and procedural steps 1in +he

implementation of the system.

The five chapters, apart from introduction and conclusion,

set out the following areas of the study

- chapters two and three provide the theoretical
aspects of municipal administration, municipal

personnel administration, the normative factors and the



performance appraisal function;

- chapters four and five provide theoretical
perspectives on performance appraisal systems and the
performance appraisal function in South African local

authorities; and

- chapter six explains the development of a new

performance appraisal system.

1.1.2 Chapter 2

Municipal administration is a specialised branch of public
administration. It reflects large measures of similarity to
the other specialised branches of public administration.
This is owing to the fact that the administrative and
management processes comprise fundamentally of six main
groups, namely, policy-making, organising, financing,
staffing, determining systems and procedures and exercising
control. Municipal personnel administration is a sub-field
of municipal administration, and performance appraisal in
turn is a component activity of municipal personnel
administration. These specialised fields use the six generic
administrative and management processes of public
administration to achieve their objectives, whilst the
activities contribute to the goal of municipal

administration, which is to promote community welfare by



improving the quality cf life.

This chapter focuses on municipal administration, municipal
personnel administration and the normative factors within
the context of the performance appraisal function. The
emphasis is on municipal personnel administration, as this

area embraces the performance appraisal function.

1.1.3 Chapter 3

The primary function of local authorities is to render the
necessary goods and services 1in such a manner that the
result would contribute to the enrichment of the lives of
its local community. In order to achieve this objective,
local authorities are dependent on the efficient and
effective utilisation of personnel resources. It 1is,
therefore, incumbent upon local authorities to exercise
circumspection in the recruitment, selection, placement,

training, appraisal and control of personnel.

The performance appraisal function is an important activity
of municipal personnel administration. 1Its impact is
considered crucial, as municipal personnel are expected to
achieve their goals as efficiently and effectively as
possible with the limited resources available. In this
regard, the performance appraisal function provides the

basis for personnel evaluation 1in relation to work



performance. Therefore, an understanding of the nature and
scope of the performance appraisal function is considered

essential.

In the light of the above, this chapter discusses the
theoretical perspectives of the performance appraisal

function, emphasising the following:

- objectives of performance appraisal;

- purposes of performance appraisal;

-~ characteristics;

- approaches to performance appraisal;

- problems encountered in performance appraisal;

- interviewing skills in performance appraisal; and

- training of appraisers.

1.1.4 Chapter 4

The study of municipal authorities in South Africa has
revealed that many different types of performance appraisal
systems are currently being used to evaluate the work
performance of their employees. Each system has its own
advantages and disadvantages, depending upon the specific
objectives for which it is intended and the organisational

setting within which it is used.

In this chapter the nature and scope of the following



performance appralsal systems are discussed

- graphic rating scales;

- vaired comparison;

- forced choice;

- critical incident;

- forced distribution;

- behaviourally anchored rating scales (BARS); and

- management by objectives (MBO).

1.1.5 Chapter 5

In chapter 4 the theoretical perspectives of the different

types of performance appraisal systems have been discussed.

In this chapter the operational perspective of the
performance appraisal function in South African 1local
authorities is viewed within an administrative frame of
reference. Particular attention is focussed on the following

administrative processes:

- policy directives;

- organising;

- financing;

- staffing;

- determining systems and procedures; and

- exercising control.



1.1.6 Chapter 6

It is emphasised that without efficient and effective
performance of personnel, no local authority can render
public goods and attain public goals. Therefore, it 1is the
task of every municipal employee to ensure continuity of
performance. To this end, performance appraisal provides the
basis of improved productivity by evaluating job

performances.

From the operational perspectives of the performance
appraisal function discussed in chapter 5, an attempt is
made to formulate an acceptable performance appraisal system
that can be wused by all South African local authorities. In
determining an acceptable system, two fundamental objectives

are borne in mind, namely

- improved productivity or service for the employer; and

- improved quality of working life for the employee.

Within this context the features of both the BARS and MBO
appraisal systems are considered relevant. Therefore, a
combination of the pertinent aspects of each system are

advocated towards an acceptable performance appraisal

system.



1,2 SCOPE OF THIS STUDY

Performance appraisal is a capacious field of study. There
are many appraisal systems with a variety of applications to
satisfy different objectives, as well as many variables
which can affect the success of any system within a local
authority. Futhermore, in sSouth Africa, emphasis 1s now
towards the better training and application of Black labour,
not only in skilled and semi-skilled jobs, but also in
supervisory and management positions. Therefore, an
acceptable performance appraisal system will assist 1in

upgrading Black labour into these positions.

To cover the entire field of performance appraisal would
fall outside the boundaries of this dissertation. For this
reason, and for purposes of the survey, the scope of the
study was limited to performance appraisal systems in Scuth
African local authorities only. The other two tiers of

government, namely the provincial and central levels, were

excluded.

The objective of this dissertation is not to deny the
possible utility of appraisal systems, but rather to
determine their format and extent of usage in South African
local authorities. From these findings an attempt is made
to establish an acceptable performance appraisal system

which could be used both efficiently and effectively in

10



South African local authorities.

La3 METHOD OF STUDY

As indicated in the bibliography, a number of books,
journals, periodicals, theses, papers, reports and official
documents that have a bearing on municipal personnel
administration, and in particular on performance appraisal,

were consulted to complete this dissertation.

Acts, ordinances, Dby-laws and other relevant official

documentation were studied to obtain additional information.

In order to understand the subject from a national
perspective, questionnalres were sent to 275 local
authorities within the country (see annexure 1). Of these
136 replies were received, representing a response rate of
approximately 50 percent. However, this document was used
mainly to collect information in an area where there is a
dearth of literature. Therefore, it served only as a

supplementary source of information.

1.3.1 Limitations of the Study

It is accepted that in a research undertaking of this nature

there will always be limitations. Some primary concerns in

this regard are:

11



the questionnaireé which were intended to gather
information on the operational aspects of the
performance appraisal function were poorly answered by
the 1local authorities. A primary reason advanced 1n
this regard was that the majority of local authorities
do not have a performance appraisal system 1in

operation.

74 percent of the questionnaires received were poorly

completed, with vital gaps in information.

questions relating to the following aspects were not

adequately answered

* number of full-time staff;

* total budget per annum;

* personnel qualifications;

* membership to professional bodies;

* organisational structures;

* limitations of the system being used by the local
authority;

* ways to improve the present system; and

* financial data on expenditure.

the major established local authorities of Boksburg,

Durban, East London, Kimberely, Port Elizabeth, and

12



Verulam provided the best inputs in many sections of
the questionnaire. They also provided additional

information.

- five Black local authorities responded to the
questionnaire, namely, Hambanati Town Committee, Ikapa
Town Council, Kwanobuhle City Council, Mangaung City

council and Tokoza Town Council.

- only two Indian local authorities in Natal responded,

namely, the Boroughs of Stanger and Verulam.

1.4 TERMINOLOGY

The author has endeavoured to maintain the use of current
terminology in this dissertation. However, owing to the
multiplicity of connotations and definitions of terms used

in this dissertation, some clarification is necessary.

1.4.1 Personnel Administration

Stahl (1974:16) defines personnel administration as, "the
totality of concern with the human resources", and again as
(1974:307) "...an attitude compounded of understanding both
the forces which shape manpower needs, supply and problems,
and at the same time the importance of human will and

personality".

13



personnel administration involves the following four

activities (Cloete 1985:8)

- personnel provision functions which includes creation
of posts, recruitment, placement, probation, promotion,

transfer, and termination of services;

- support functions such as conditions of service, record
keeping, settlement of grievances, counselling,
employer-employee relationships, research and health,

safety and welfare;

- training and development functions which includes

induction and orientation; and

- utilisation functions which entails providing work
programmes, leadership, discipline and performance

appraisal.

Personnel administration is a key activity in the efforts
of municipalities to achieve predetermined objectives or
goals. One may regard performance appraisal as one of the
crucial activities of municipal personnel administration.
However, it is different from the other personnel activities
as 1t permeates the entire institution in a manner

unsurpassed by other fields of activity (Nigro & Nigro



s s 2 pPerformance Appraisal

According to Andrews (1988:294-295) performance appraisal
can be described as
"(a) ... the personnel activity by means of which the

enterprise determines the extent to which the employee
is performing the Jjob effectively ;

(b) ... Jjudgement about the behaviour and effectiveness of
its staff ;
(c¢) ... a coaching device to help men on all levels of

management to improve their performance ; and
(d) ... any systematic attempt to ga. e how well a
person is doing his job'".

Schuler (1981:221) defines performance appraisal as:

"... a formal, structured system of measuring and
evaluating an employee’s job-related behaviours and
the outcomes to discover how and why the employee
is presently performing on the job, and how the
employee can perform more effectively in the future
so that the institution and society can benefit".

From these definitions, it is evident that performance
appraisal is intended to determine the work performance of
an employee 1in order to give recognition to above-average
performance, and in so doing, to provide personnel with the
external component of motivation, thereby ensuring maximum

utilisation of personnel.

15



performance appraisal aids in the development of tne
employee. It is also concerned with the efficient and
effective performance of goods and services to achieve

institutional goals.

The aforementioned basic considerations must be borne 1in
mind when an institution wishes to develop a performance
appraisal system. Only then can the two overall objectlves

be met, namely,

- improved productivity; and

- improved quality of working life.

1.4.3 Local Authorities

For purposes of uniformity, the terms local authority and

municipal authority are used interchangeably.

Local authorities are statutory bodies created to implement
local public programmes. They are constituent parts of local
government. They derive their authority from a higher source
(provincial authority) and are bound by the terms and

conditions by which they are created (Speed 1971:1).
The term local authority refers primarily to "the government

of cities, villages, boroughs, towns and other organised

communities" (Coetzee 1985:27).

16



[n its true dynamic sense the South African local authority
is a much more complex and vibrant integer, and can be

defined as follows (Botes 1976:90)

(a) it 1is a unit of government (local government) with an
established boundary; with elected leaders and limited

authority, and with taxing and regulatory powers;

(b) 1t is an economic production unit, supplying goods

and services for public consumption;
(c) 1t is a catalyst for human interaction;

(d) it is a social community as it brings so many people

together in the same place;

(e) 1t serves as the font of knowledge and the education of

man; and

(f) 1t 1is the cradle of civilisation and the cultural

laboratory of man.

Therefore, the local authority is a legal entity, a producer
of public services, a catalyst for human interaction and a
social systeﬁ. It is incumbent upon local authorities to
harmonise relationships amongst racial, ethnic, religious

and economic groups; to generate a healthy economic climate,

17



and in general, to promote the enrichment of human life

(Botes 1976:91).

1.4.4 Administrative functions, activities, processes

Public administration consists of wvarious administrative
functions or processes, namely, the generic administrative,
management, functional and auxiliary and instrumental
functions (Cloete 1985:1). For the purposes of this study
the terms administrative functions, activities and processes

are used interchangeably.

1.4.5 Gender

For the purposes of uniform gender classification the

pronoun ‘he’ is used in a neuter sense to refer to both

sexes.

1.4.6 Use of the term ’‘system’

The terms systems, methods and techniques are used in
personnel administration literature to discuss different
approaches to performance appraisal. However, for the
purposes of uniformity the term ‘systems’ is used in this

study.



1.4.7 Questionnaire (Annexure 1)

The reference to the guestionnaire in this dissertation

indicates the relevant question being discussed and the vyear

in which it was sent and received. For example,

"(Questionnaire 1990:Q2)" refers to question 2 1in the

questionnaire.
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CHAPTER 2

PERFORMANCE APPRATSAL. AND MUNICTIPAI. PERSONNEL ADMINISTRATION

2.1 INTRODUCTION:

Local authorities are essential and fundamental public
institutions in South Africa as they affect the lives of
citizens more directly and intimately than any other
governmental institution. This phenomenon could be
attributed to the fact that people, in their daily
activities, regard the central and regional governments as

being far removed from the local community level.

Local authorities are established to render a variety of
services for a particular community within a prescribed
area. The nature and extent of the services rendered are
determined by internal and external considerations. As far
as internal considerations are concerned, the services
rendered will be determined by the needs and expectations of
the community, as well as by the ability of the local
authority to meet the demands. External considerations such
as government policy and historical factors will determine
the functions and duties of 1local authorities (Thornhill

1985:64).

Thus the challenges facing local authorities are complex, as

the modern community has a multitude of diverse needs.
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Therefore, 1t should be the objective of every 1local
authority to render godas and services of such a nature that
the result would contribute to the enrichment of ‘human life.
In order to achieve this objective, 1local authorities are

dependent on, inter alia, the efficient and effective

utilisation of personnel resources. It 1is, therefore,
incumbent upon local authorities to exercise great care in
the recruitment, selection, placement, training, appraisal

and control of personnel (Botes 1976:93, author emphasised).

This chapter primarily focuses on municipal administration,
municipal personnel administration and the impact of

normative factors on the performance appraisal function.

2.2 MUNICTPAI. ADMINISTRATION

In most western democratic countries, more than one tier of
government is established. South Africa, as a unitary state,
has three such tiers, namely, central or national, regional
or provincial and municipal or local governments. According

to Stanyer (1980:29), local government belongs to :

"... that sector of the machinery of government

that is normally called ’‘decentralization area
administration’ ... and means simply that there is
a governmental body with a jurisdiction limited to
only a part of the total territory of a country".

21



In order to understand municipal administration, it is

necesary to first reflect on the term ‘municipal’.

The word ‘municipal’ is an adjective used to refer to "... a
town or city having self-government" (Hornby 1979:565). The
word town, city or village are by nature geographical
expressions and refer to specific forms of social
interaction or habits of utilisation of land (Stanyer

1980:35).

Botes (1976:90) defines a town as "a place of relative dense
population characterised by frequent and meaningful human

interactions™".

From the above explanations, it is clear that ‘municipal’
pertains to a town or city having a governing authority.
Municipal administration, therefore, is a specific type of
public administration found at the municipal or local level
of government. Owing to the unique characteristics of each
local area, the frame of reference of municipal
administration could enjoy differences in emphasis from town
to town. The uniqueness of municipal administration could,
according to Adlem & du Pisani (1982:100-101), be attributed
to certain factors which ultimately provide for the
execution and expression of municipal administration as an

activity.
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These factors affect municipal administration in three
specific environments as follows (Adlem & du Pisani

1982:101)

(i) External municipal environment : which is affected
by such factors as constitutional, statutory,
economical, social, historical, cultural, and
spatial factors. It 1is understood that, since
municipal authorities form the third tier of
government, they are subjected to the statutory
arrangements enforced by the central and
provincial authorities. Although this may restrict
the freedom of movement of the citizens and their
elected representatives, all government actions
must, however, still be in the eventual interest

of the total population of the country.

(ii) Local political processes : through which

authoritative allocation of values are expressed
by means of municipal elections. These processes

are influenced by, 1inter alia, voters, pressure

and interest groups, political parties, news media
and sporting bodies. These groups endeavour to
provide inputs for municipal government policy and
for furthering the welfare and interests of the

local or municipal community;

23



(iii) Internal municipal environment : which is the

machinery énd the heart of the municipal
government. It is incumbent upon the municipal
councillors to provide the frame of reference
within which municipal personnel could operate.
This frame of reference provides the internal
municipal environment for officials to execute

their daily tasks.

Municipal administration also implies the efficient and
effective rendering of goods and services by the municipal
council for the welfare and benefits of the citizens within
its jurisdiction. It also means the development, maintenance
and improvement of an environment which is conducive to a

constructive social interaction and cultural development.
Botes (1976:91) states in this regard:

".,... it is also incumbent upon local government to
harmonise relationships amongst racial, ethnic,
religious and economic groups; to generate a
healthy economic climate, and, in general, to
promote the enrichment of human life".
The municipal functionaries responsible for executing these
activities must possess the necessary qualifications,

ability, skills and behavioural attitudes to be able to

attain the objectives of local authorities.
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Since personnel play an important role in the attainment of
goals of municipal authorities, it is necessary to highlight
the importance of municipal personnel administration within

the context of municipal administration.

2.3 MUNICIPAI, PERSONNEL, ADMINTSTRATTION

In order to understand the term municipal personnel
administration, it is necessary, first of all, to define the

term ’‘personnel administration’.

In general terms, personnel administration may be described
as the process of acquiring and developing skilled employees
and of creating organisational conditions which encourage

them to put forth their best efforts (Cloete 1985:7).

Stahl (1976:16) defines personnel administration as, "...
the totality of concern with the human resources of
organisation". While the Encyclopaedia Britannica (1979:

118) defines it as, "... the handling of human nature and to

influence on the work situation".
Personnel administration may be defined as, "a well-rounded,

planned, executed and evaluated approach to manpower

recruitment, use and development" (Shaffer 1963:664).
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Personnel administration is a responsibility of all those
who manage people, asfwell as being a description of the
work of those who are employed as specialists. It is that
part of administration which is concerned with people at
work and with their relationships within an institution

(Grant & Smith 1969:1).

Every employer, whether it is the state or a private
entrepreneur, would like to keep his customers satisfied by
rendering the highest possible quality of service at the
lowest possible cost. However, this is only possible if the
available personnel, who should be suitably qualified to do
the work, are utilised to the fullest. This, in turn, is
only possible if a well-defined system of personnel
administration exists which allows for the dynamics of.
personnel utilisation. Therefore, personnel administration
may be regarded as the key activity in the efforts of
institutions of all kinds to achieve determined objectives

or goals (Rabie 1985:116).

Thus municipal personnel administration may be regarded as
one of the primary activities of municipal administration,
because without personnel it is not possible for the
municipal authority to render the necessary goods and

services for the promotion of community welfare.

Therefore, it follows that the municipal functionaries,
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within their institutionalised framework, direct their
activities towards thé'achievement of predetermined goals.
In doing so, the generic administrative, management,
functional and the auxiliary and instrumental activities
have to be carried out. These activities are seen in terms
of a conceptual frame of reference to municipal personnel
administration and is illustrated in Figure 1. It is evident
from this figure that performance appraisal forms part of
the personnel utilisation function of municipal personnel
administration. As such, it is a highly skilled activity
because it determines the potential and the future growth of

the municipal functionaries.

It should be noted that the functional and auxiliary and
instrumental activities can only be undertaken
simultaneously with or after the generic administrative and
management activities. The functional activities constitute
four primary component activities, namely personnel
provisioning, support functions, training and development
and personnel utilisation. The auxiliary and instrumental
activities are essential for the effective and expeditious
execution of the generic administrative, management and
functional activities (Cloete 1985:8). For example, in the
performance appraisal function it may be necessary to gather
and analyse information on the various systems of appraisal
available to municipalities. It may institute an opinion

survey amongst the various municipal departments on the' type
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FIGURE 1
MUNICIPAL PERSONNEL ADMINISTRATION:
A CONCEPTUAL FRAMEWORK
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of system best suited to a particular municipality.
The four activities, namely the generic administrative, the
management, the functional and the auxiliary and

instrumental activities shall be discussed hereunder.

2.3.1 Generic Administrative Activities

These are the enabling activities which give direction and
scope to the functional and auxiliary and instrumental
activities of municipal personnel administration. They
constitute the following conceptual and directive functions

(Cloete 1981 : 132):

- policy-making;

- organising;

- financing;

- staffing;

- determining systems and procedures; and

- control.

These functions are inter-related, inter-dependent and
mutually inclusive. That is, the one function cannot operate
without the other and all the functions take place at the
same time, although discussions may take place separately
(Cloete 1991:50). For example, if a local authority wishes

to provide for the functional activity of performance
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appraisal, a policy for such a system must be formulated,
research must be under%aken to determine whether a uniform
system would be acceptable to the municipal functionaries
and decisions must be communicated clearly and unambiguously
to them. Each of these functions shall be discussed briefly

hereunder.

(a) Policy-making:

This process is primarily concerned with the identification
of needs and the setting of goals to satisfy community
needs. It also entails the statement of intention and the
process by which the municipal council and its officials
shall strive to attain the intended goal. Specific guide-
lines are provided in policy statements for the attainment

of such goals (Cloete 1978:13).

Similarly, policy directives are required by local
authorities for the personnel utilisation function, which
comprises of appointments, salary adjustments, promotions,
transfers, conditions of service, dismissals and appraisals.
Some guidelines for municipal personnel policy are provided

in acts of Parliament and provincial ordinances.
In respect of performance appraisal, policy statements

include such aspects as who should do the appraisal, when it

should be done (how often) and how it should be done (i.e.
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by observance or interview). It also includes the procedure
(of due process) to be-followed should an employee find his

appraisal to be unsatisfactory (Cloete 1985:137-146).

(b) Organising

This process entails the creation and establishment of the

organisational unit or structure and includes, inter alia,

aspects such as division of work, delegation of authority,
co-ordination and determining of communication channels.
These activities bring together personnel to attain specific
pre-determined objectives of local authorities (Cloete

1986:78-79).

The personnel administration functions are, in principle,
performed by the municipal councils. However it stands to
reason that the councillors cannot perform all the functions

themselves.

In a fairly small municipality, such as a town council or
town board, the town clerk and his subordinates can perform
the personnel functions. But in larger municipalities such
as boroughs and cities, municipal personnel officers have to
be appointed and where necessary assistants have to be

provided. Thus a personnel section/division is created,

while for the cities, municipal personnel service
commissions are created. For example, the Durban Extended
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Powers Consolidated Ordinance, 1976 (0.18 of 1976) provides,

inter alia, for the establishment of the Municipal Services

Commission consisting of not less than three members
appointed by the Administrator. The City Council may

delegate some of its personnel powers to this Commission.

Therefore, each local authority must determine which
department or section should be responsible for the
performance appraisal function. Ideally, a local authority
should have a separate department or section to carry out
this specialised function in order to ensure that the
objectives of the performance appraisal function are being
achieved efficiently and effectively. Also, the performance
appraisal function will be given the full attention it

deserves.

(c) Financing

The process of financing in municipal administration entails
numerous activities; the primary function being the
preparation of the annual budgets of income and expenditure,
while some secondary functions include (Cloete 1989:127-

139):

- maintaining of funds in appropriate accounts;

- maintaining of proper records for all financial

transactions;: and
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- spending of funds 1in accordance with approved
directives of the municipal council and as stipulated

in the provincial ordinances and acts of Parliament.

Local authorities must ensure that they have sufficient
funds to implement their performance appraisal system and to
remunerate their employees in terms of the findings of the
appraisal. Moreover, municipal officials, and more
especially the municipal appraisers, must be able to
publicly justify their actions. Accountability must be
given as local authorities are public institutions and
receive their finances, either directly or indirectly, from
public funds in the form of rates, taxes or levies (Cloete

1989:127-139).

(d) Staffing

This process entails the provision and utilisation of

personnel and covers, inter alia, such activities as the
creation of posts, recruitment, selection, placement,
remuneration, promotion, training and evaluation or

appraisal of personnel (Cloete 1989:127-139).
Trained and experienced personnel (appraisers) are required

to execute the specialised activity of performance

appraisal. Without trained staff, performance appraisal will
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not be applied effectively and it will lose its purpose.
This in turn will léad to dissatisfaction amongst the
municipal employees (appraisees). In this respect, the Local
Government Training Act, 1985 (Act 41 of 1985) plays a
significant role. In terms of this Act, the Training Board
for Local Government Bodies has been established to provide

the necessary training for municipal personnel.

Therefore, to respect the rights, freedom, needs and
aspirations of municipal employees, policies in respect of
performance appraisal must be fair and just, and must be
clearly stated in policy manuals of local authorities

(Cloete 1991:53).

(e) Determining Systems and Procedures

The determining of systems and procedures are essential to
enable and direct officials to perform their work in an
effective and efficient manner so as to attain the specific
objectives of municipal personnel administration and thus,
also of performance appraisal. These systems are explained
and procedures are laid down in regulations, codes and

manuals.

The procedures to carry out the performance appraisal
function must be clearly stated, well documented and

unambiguously worded. This will enable appraisers in local
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authorities to perform their tasks as efficiently and
effectively as possible and thus achieve the objectives of

performance appraisal.

(f) Control

The exercise of control in the public sector has one
objective, namely to render account in public of all the

actions of public officials (Cloete 1981:184).

Control assures evaluation or appraisal of the results to
ascertain whether all the activities have been performed in
accordance with specific procedures and within legislative

and institutional guidelines (Fayol 1973:103).

If anticipated goals are not being achieved, then control
determines the corrective action necessary to remedy the
situation (Dimock, et al 1983:228). For example, if the
objectives of performance appraisal are not being achieved
then an investigation must be carried out to determine the

cause, and action must be taken to rectify the situation.

Examples of control measures are, inter alia, determining of
measuring standards, written reports, inspections, auditing,
cost accounting, statistical returns, instructions and
programmes of work (Cloete 1981:185). Of these measuring

standards, written reports, inspections, instructions and
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programmes of work are most appropriate for the performance

appraisal function.

2.3.2 Management Activities

In addition to carrying out the generic administrative
activities, municipal officials also have to execute
management activities. Within the context of municipal
personnel administration these management activities

include, inter alia, the following (Cloete 1991:208):

- leading;

- motivating;

- reporting;

- training;

- solving conflicts;
- merit rating; and

- counselling.

These activities are performed at the operational level in
every municipal department and are directed towards the
achievement of the municipal goal. The management
activities together with the generic administrative,
functional, and auxiliary and instrumental activities,
collectively contribute towards achieving the goal of

municipal personnel administration.
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2.3.3 Functional Activities

Local authorities are multi-purpose institutions and as such
have diversified functional activities to perform (Cloete
1989:113). The functional activities of municipal personnel
administration can be divided into the following four

categories (Cloete 1985:8):
- personnel provisioning which comprises of creation of
posts, recruitment, placement, probation, promotion,

transfer and termination of services;

- support functions which includes, inter alia,

determination of conditions of service, remuneration,

counselling, health, safety and welfare;

- training which consists of induction, on the job
training, formal training, seminars and conferences, as

well as developing employees; and

- personnel utilisation which incorporates the provision
of work programmes, leadership, discipline and

performance appraisal.

In order to perform the functional activities of municipal
personnel administration, a municipal official must be

provided with inter alia, the relevant policy directives and
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the necessary financial and procedural requirements (Cloete
1991:241). For examéle, if the official is to conduct
performance appraisal efficiently and effectively, he should
be guided by clear and fair policy directives and procedures
on how to conduct the appraisal (See also the paragraph on

"Policy Directives" in Chapter 5).

2.3.4 Auxiliary and Instrumental Activities

These are the enabling activities which help or aid in the
provision of the necessary support services to
municipalities so that they may render improved and
efficient services to the community. Auxiliary activities

comprise of the following (Cloete 1991:223-228) :

- research;

- public opinion surveys;

- legal services;

- record-keeping:

- notification functions;

- information services; and

- provision of infrastructure and materials.

The instrumental activities may be regarded as tangential
because they are performed in conjunction with the
administrative, management and functional activities, and

entail, inter alia, (Cloete 1991:229-235):
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- decision making;

- communicating;

- conducting meetings:;

- negotiating; and

- provision of: offices;
workshops;
laboratories;
furniture and equipment;
motor and other transport;
uniforms; and

stationery.

The four main activities, namely the generic administrative,
management, functional and auxiliary and instrumental
activities are all necessary to achieve the primary goal of
a local authority, which is the efficient and effective
rendering of goods and services for the promotion of

community welfare.

In order to attain the goals of municipal administration,
specialised component activities must be undertaken, such as
municipal personnel administration, municipal financial
administration and municipal health administration. Each of
these fields require that the generic administrative
activities; comprising of policy-making, organising,

financing, staffing, determining systems and procedures and

39



exercising control, should be adapted to its unique
environment. These activities provide direction for the
achievement of functional activities of municipal personnel

administration such as, inter alia, performance appraisal.

The importance of the management activities, and auxiliary
and instrumental activities cannot be overemphasised and are
essential in achieving the goal of municipal personnel

administration.

In order to attain the objective of municipal personnel
administration as efficiently and effectively as possible,
the municipal functionaries must possess specific knowledge,
skills and behavioural attitudes, as well as understand and

apply appropriate supportive technology and aids.

It is evident from Figure 1 that performance appraisal is
part of the personnel utilisation function of municipal
personnel administration. Therefore, it is imperative that
sound public administration principles and practices be
employed in municipal personnel administration so as to
achieve maximum efficiency and effectiveness. These
principles and practices are governed by certain legislative
measures passed by Parliament. Some of the legislative
measures relevant to this field of study shall be discussed

hereunder.
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2.3.5 Legislative Measures on Performance Appraisal

Although local authorities enjoy legislative and executive
authority in order to govern and administer a municipal
personnel policy, such regulations and personnel codes are
subject to the approval of a higher authority, namely,

Parliament. In terms of the Republic of South Africa

Constitution Act, 1983 (Act 110 of 1983) Parliament is the
sovereign power in South Africa and makes laws for peace and
good order, and to ensure a sound government (Rabie 1985

120). To this extent, local authorities have to adhere to
and honour the provisions of acts promulgated by the central
government, as well as ordinances passed by the provincial
councils. Therefore, local authorities could find
themselves in the unenviable position that their personnel
policy may be constructed in such a manner so as to meet the
specific requirements of their electorate, but yet not be
implemented as it could be in conflict with the legislation

of the higher authority (Rabie 1985:120).
Municipal personnel administration is subject to the

provisions of a number of acts on labour matters passed by

Parliament such as, inter alia, Workmen’s Compensation Act,
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1941 (Act 30 of 1941), Labour Relations Act, 1956 (Act 28 of

1956), Local Government Training Act, 1985 (Act 41 of 1985),

Remuneration of Town Clerks Act, 1984 (Act 115 of 1984) and

Unemployment Insurance Act, 1966 (Act 30 of 1981) (Cloete
1989:148-150). However, of particular importance to this
study are the Labour Relations Act, 1956 (Act 28 of 1956)

and the Local Government Training Act, 1985 (Act 41 of

1985). These acts shall be discussed briefly hereunder.

2.3.5.1 Labour Relations Act

The Labour Relations Act, 1956 (Act 28 of 1956) - allows for
the formation of trade unions which arbitrate on behalf of
its members when disputes arise in respect of unfair
performance appraisal or grievance and disciplinary
procedures. A prominent trade union within the municipal
environment is the South African Association of Municipal
Employees founded in March 1921. In order to improve their
bargaining powers, local authorities have now formed
employers’ associations which are registered in terms of the
provisions of Act 28 of 1956. This Act is not applicable to
town clerks (chief administrative officers) as they have
created their own association, namely the Association of
Chief Administrative Officers of Local Authorities (Cloete

1989:148-150):

If a municipal employee finds that his performance has ‘been
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appraised in an unfair, unjust or biased manner he can seek
assistance from the South African Association of Municipal

Employees in terms of the above-mentioned Act.

2.3.5.2 Local Government Training Act

The Local Government Training Act, 1985 (Act 41 of 1985) -

provides for the training of local authority personnel.
Training is necessary in any job situation, be it on-the-job
training or formal training. Without acquiring the
necessary knowledge and skills in performance appraisal
through training, municipal officials will not be able to
appraise the performance of their fellow employees
efficiently and effectively. Since provision exists in terms
of this Act, it is expected that municipal officials would
undergo the necessary training so that they are better
equipped to execute the specialised activity of performance

appraisal.

From the foregoing, it can be seen that municipal personnel
administration is governed by a number of acts passed by
Parliament. However, each local authority has to make its
own arrangements for the execution of its personnel

administration functions, which includes, inter alia, the

performance appraisal function.

From the aforementioned discussion, it is evident that the
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functions of municipal personnel administration are multi-
faceted, but at the same time in keeping with the objectives
of a local authority, and collectively contribute to the

improvement of the quality of life of the local citizens.

The way in which personnel functions are executed depends
largely on the initiative, motivation, enthusiasm and
willingness of the municipal officials. Therefore, to enable
officials to improve themselves and to improve their
quality, the local authority must, in executing the

personnel functions, appropriately provide, inter alia, a

staff appraisal system which would assist the officials in
the development of their potential qualities. This in turn
will promote efficiency and effectiveness in the rendering
of goods and services to the community. In doing so,
cognisance must be taken of the guiding normative
foundations of public administration which also impacts on

municipal personnel administration.

The next section focuses on the normative factors pertaining
to municipal personnel administration and particularly

relevant to the performance appraisal function.

2.4 NORMATIVE FACTORS AND THE PERFORMANCE APPRAISAL
FUNCTION

Performance appraisal is a specialised field of activity of

municipal personnel administration. As stated earlier,
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performance appraisal is the systematic evaluation of an
employee’s performance on the job and his potential for

development.

It is important that municipal officials should not only
concern themselves with the execution of performance
appraisal, but should also strive to develop and promote an
awareness of the purposes for which this unique activity is
carried out. In this way, the activities constituting
performance appraisal will be better acknowledged and

accepted by the functionaries.

This distinctiveness demands that all employees should,
apart from performing their duties in accordance with the
dictates of the generic administrative, management,
functional and auxiliary and instrumental activities, also
observe and practise the dictates of the normative factors
of public administration that govern their conduct when
performing their functions.

Before proceeding to explain the normative factors
pertaining to municipal personnel administration, the terms

‘normative’ and ‘normative factors’ are explained.
The term ’‘normative’ is derived from the word ’norm’.

The Shorter Oxford Dictionary (1978:1413) defines ’‘norm’ as
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a ‘rule or authoritative standard’.

The Concise Oxford Dictionary (1976:743) explains ‘norm’ to
mean, ‘requirement of a standard quantity to be produced,

amount of work to be done, as well as customary behaviour’.

Isaak (1975:4) explains the term ’‘normative factors’ as
being, ‘moral’, ‘ethical’, ‘what ought to be’, ‘the best

state of affairs’ and ’‘standards worth striving for’.

Normative factors could be defined as the specific
guidelines, tenets or principles that govern the conduct of
public officials when carrying out their duties (Cloete

1981:9).

From the above definitions, it could be accepted that
‘normative’ prescribes a specific standard of conduct or
behaviour considered representative of a specific group of
people. In this light, it is expected that the actions of
all municipal officials charged with the promotion of
community welfare must be founded on the normative factors

or guidelines.

These guidelines provide the basis for correct and
appropriate behaviour in the work environment in all public
institutions. Consequently, municipal officials, and in

particular those charged with the execution of the
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performance appraisal function, must conform to the specific

normative guidelines when executing their duties.

These guidelines, which are derived from the body politic of
the state and the prevailing values of society are described

hereunder.

2.4.1 Legislative Supremacy

Primarily ‘legislative supremacy’ is a phenomena prevailing
in a political milieu. That is, legislation is passed by
political office-bearers who are elected by the electorate
to serve in the sovereign authority of the state, e.g.
Parliament in South Africa. The 1legislature has the
authority to have the final say in every matter, whether it
concerns the central, the provincial or the municipal
authority. This is one of the philosophical foundations of

South African government and administration (Cloete 1981:9).

Parliament passes legislation which generally provides the
broad parameters within which the public officials are
expected to act. In other words, it determines the nature
and extent of the activity of public institutions, including
municipal authorities. The supreme authority over municipal
affairs is vested in the municipal council by the relevant
acts of Parliament and provincial ordinances. The municipal

council is responsible for determining the character and
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direction of the municipality. Accordingly, it is also
responsible for the determination of policies, rules and

regulations for the administration of the municipality.

Therefore, in the performance of their duties, the municipal
officials must always bear in mind that the council has the
authority to have the final say over their sphere of work.
For this reason the officers are expected to carry out their
functions, including the performance appraisal function,
within rules, regulations and guidelines set by the council.
Any deviations from the prescribed norms can only be
executed with prior approval of council. For example, a
municipal council, as in the case of Port Elizabeth (City
Administration Department Guide:1), may prescribe that a
full-scale appraisal be conducted annually and that a review
appraisal be conducted every six months. Any deviation from

this rule must be approved by the relevant council.

Therefore, since the municipal council is vested with
authority in regard to the objectives, goals and functions
of the municipality, the municipal officials must respect
its ‘political supremacy’ status as the supreme and

authoritative body of the municipality.

2.4.2 Maintenance of Public Accountability

Before discussing public accountability in municipal
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personnel administration, it is necessary to briefly explain

the terms ‘public’ and ’accountability’.

The Concise Oxford Dictionary (1964:989) defines ’‘public’
as, ’'of, concerning, the people as a whole’ and 'of, engaged

in, the affairs or service of the people’.

Harrap’s Mini English Dictionary (1983:403) states that

‘public’ refers to ’people in general’.

rAccountability’ is the obligation to answer for a
responsibility that has been conferred. It presumes the
existence of at least two parties; one who allocates
responsibility and one who accepts it with the undertaking
to report upon the manner in which it has been discharged

(Van Rooyen 1991:125).

Cloete (1981:18) gives two explanations for this term.
Firstly, a municipal official can be held responsible for a
particular type of work; that is, the work is entrusted to
him and he is afterwards required to give account for the
manner in which he carried it out. Secondly, it can be said
that a person conducts himself in a responsible way; that
is, he respects the value of everything with which he comes
into contact as well as those things which are of value to
others, e.g. property of others. It is in this second sense

that the word accountability holds meaning for the purposes
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of public administration and for that matter municipal

personnel administration.

Public accountability implies accountability to the public
through the legislature. This does not imply that the
official should act only as a mechanical apparatus bound by
law and regulation to the legislature, like a cog in a
wheel. But, it does mean that within the framework approved
by the legislature, the official should perform his duties
in such a way that it remains possible to render account for

all actions (Hanekom & Thornhill 1983:139).

From these explanations, the term ‘public accountability’
could be explained as the need for all political office-
bearers and public officials, including municipal officials,
to be held accountable or answerable to the people for their
actions or inactions. This means that every local authority
personnel has to pursue this objective, because 1local
authorities have been created to provide for ‘elected and
responsible’ government. Responsible government implies that
those who have been elected to perform the functions of
government can be called to account at all times for the
manner in which they have performed their functions (Cloete

1985:98).

In order to ensure that accountability is maintained at all

times it is necessary that appropriate organisational
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arrangements and control measures be devised and continually
reviewed. To this end, municipal officials entrusted with
performing the performance appraisal function must ensure
that the function is conducted in a fair, just and unbiased
manner and that factors such as patronage and nepotism are
excluded. If fairness 1s not exercised, the municipal

official can be called to account for his actions.

From the foregoing, it can be seen that accountability in
personnel administration is a complex matter and the
measures to ensure accountability in the performance
appraisal function need to be examined and updated
continually. Accountability depends on the performance
standards of municipal officials. Therefore, the need for
the appraisal of their performance can be justified to

ensure that accountability is maintained at all times.

2.4.3 Efficiency and Effectiveness

The concept of efficiency and effectiveness are essential in
all administrative actions directed at the attainment of the

national goal of community welfare.

In brief, efficiency relates to the manner in which

priorities are achieved with the least possible resources.

The Shorter Oxford Dictionary (1961:52) lists the following
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meanings of ‘efficiency’:

- fitness or power to accomplish;
- success in accomplishing;

- adequate power;

- effectiveness; and

- efficacy

The Concise Oxford Dictionary (1964:389) defines

refficiency’ as

- "(being) competent, (or) capable; and
- the ratio of useful work performed to the total energy

expended".

Efficiency is the quality of being effective. The word
reffective’ is defined as (Shorter Oxford Dictionary

1961:49):

- having the power to act upon objects;

- that is attended with result or has an effect;

- powerful in effect, efficient, effectual; and

- concerned with, or having the function of, carrying

into effect, executing or accomplishing.

According to Mundel (1983:14), the term ‘effectiveness’ is

used to describe how well the outputs achieve the desired
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goals, and how much results are obtained because of the

outputs.

Hoy & Miskel (1987:274) in quoting Chester I. Barnard state

that:

"Effectiveness relates to the accomplishment of the
co-operative purpose which is social and
nonpersonal in character. Efficiency relates to the
satisfaction of individual motives, and is personal
in character. The test of effectiveness 1is the
accomplishment of common purpose or purposes; ...
the test of efficiency is the eliciting of
sufficient individual will to co-operate".

Mushkant (1981:36), on the other hand, elucidates the inter-

relatedness of efficiency and effectiveness as follows:
"Effectiveness ... 1s defined in terms of
accomplishment of desired objectives. Efficiency is
measured in terms of the amount of resources
necessary for the full or partial accomplishment of
a particular goal or an objective. It is possible
but not desirable to be highly efficient while
achieving only a low degree of effectiveness. The

ideal 1in practice 1is a high degree of both
efficiency and effectiveness".

From the foregoing, it can be deduced that efficiency and
effectiveness relate to the means and ends that are
essential in accomplishing the goals or objectives of an
institution. In the case of local authorities it is the
satisfaction of the needs of the community with the limited
resources available at their disposal. Therefore, it is

incumbent upon all municipal officials to ensure that the
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available resources are used to provide goods and services
that are considered to be ’‘priorities’. That is, priorities
are set for each task, and by using the available resources
as efficiently and effectively as possible, optimal results
can be obtained and each need can be satisfied according to

its urgency (priority) (Cloete 1981:32).

Inherent to this preamble, is the maintenance of efficiency
and effectiveness as an ongoing process 1in municipal
government and administration. In order to achieve this it
is necessary to have trained and qualified personnel who
have the necessary skills, knowledge, abilities, motivation
and the will to work, in carrying out the objectives or
goals of the municipality as efficiently and effectively as

possible (Rabie 1985:127).

It is also necessary that municipal officials should
evaluate their performances regularly to establish whether
they are still sensitive to the many variables influencing
the direction of the council’s activities. In evaluating his
abilities, a municipal official should establish whether he

possesses, inter alia, sufficient inherent willpower and

motivation to overcome any difficulty in reaching the
council’s goals; that is, to persevere and be optimistic,
to have the ability to keep cool despite provocation and to
deal calmly.with people of all kinds and temperaments.

Furthermore, he should have the ability to foresee the
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consequences of his own actions and that of his subordinates

(Rabie 1985:127-128).

Thus, the main concern of a municipal council is that all
the diversified activities undertaken by the municipality
should be co-ordinated in order to facilitate the efficient
and effective utilisation of resources, especially personnel
resources. The successful operation of the municipality
depends not only on the quality of people employed, but also
on the quality of their performance, which in turn is
dependent on the successful application of a performance

appraisal systenm.

2.4.4 Respect for Community Values

One of the goals mentioned in the preamble to the Republic

of South Africa Constitution Act, 1983 (Act 110 of 1983) is

that local authorities must contribute to the upholding of
Christian values and civilised norms. Christian values may
be interpreted to mean generic religious values which are
guaranteed by ‘recognition and protection of freedom of

faith and worship’ (Cloete 1985:99).

Hoy & Miskel (1987:218-250) give the following explanations

to the term ‘value’:

- generally values define the ends of human behaviour:
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- values are shared conceptions of what is desirable;

- they are reflectigns of the underlying assumptions of
culture; and

- values often define what members should do to be

successful in an institution.

Values are constitutive of man’s personality as well as of
the culture in which he operates. Values provide the
standards by which he 1lives, are the basis of his
preferences and decisions, and may even give direction and
meaning to everything he does (Hanekom & Thornhill

1983:120).

From these definitions and explanations, it emerges that
values play a significant role in the existence of man (and.
the community at large). It shapes his behaviour, the manner
in which he lives and his standard of living. Therefore, all
actions concerning public affairs have to take cognisance of
community values. After all, man’s existence is governed by
his own values and the values of the culture in which he

operates.

In addition, as a social entity the local authority must
strive to faqilitate human interaction. It must develop,
maintain and improve an environment which is conducive to a
constructive social interaction and cultural development.

That 1is, it must harmonise relationships amongst racial,
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ethnic, religious and economic groups; it must generate a
healthy economic cliﬁate; and, in general, promote the
enrichment of human life. Local government must be willing
and prepared to meet this changing pattern of popular
demand. It 1s in part the failure to respond to such
demands, which manifest themselves, that account for the
uncertainty and dissatisfaction plaguing much of South

African urban life to-day (Botes 1976:91).

In solving routine work problems with a balanced mind, the
municipal official must be able to identify, gather and
analyse data and take the right course of action with due
regard to community values on the one hand and safeguarding
the image of the local authority on the other. If this
objective is not being achieved it will be highlighted in
the performance appraisal interview with the municipal

official and corrective action can be taken.
2.4.5 Ethical Standards

The Concise Oxford Dictionary (1976:355) explains ’‘ethics’

as, inter alia, ’‘a set of principles or morals and rules of

conduct’.

Thomas (1978:141) argues in this regard that ethics "differs

from morality in that conduct may be described as ‘moral’

when it is maintained or observed as a fact, but conduct
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becomes ‘ethical’ as it rises from fact to ideal™.

Hays & Kearney (1983:290-291) define ethics as:

", .. 'right conduct’, action that can be justified
with individual and social standards of right and
wrong. Since all public administration is concerned
with the complex world of governance, it is
necessary to add to our definition the concept of
appropriateness : ethics is by nature situational
insofar as right conduct means right conduct in
particular situations of administration. Ethics may
be based upon moral belief, but the test of ethical
conduct is being able to act and be decisive in
difficult contexts of action".

From these definitions, it is clear that ‘ethics’ pertains
to the ideal conduct of public officials to ensure that
their actions uphold such values as required of them and are
directed towards the good of the community. As public
actions should be rationally defendable, decisions will have
to take cognisance of facts to which values or ideals have

to be added. That is, decisions should not be based on

values or ethical considerations alone.

A Code of Conduct for Iocal Authorities in Natal was drawn

up by the Browne Committee, appointed by the Administrator-
in-Executive Committee (Hanekom & Thornhill 1983:122). This
code of conduct details the responsibilities of councillors
in relation to councils, the officials of councils and the

public (Cloete 1989:66) "

The City Council of Johannesburg similarly published an

58



Fthical Code as recommended by the Institute of Town Clerks

of Southern Africa. This Code consists of two parts. Part A
is similar to the code of conduct applicable to councillors
in Natal, mentioned above. Part B refers to what a local
government official should do. For example, within the
context of the performance appraisal function, a municipal

official should:

- act fairly, Jjustly, and with courtesy and proper

efficiency to all members of the public:

- act in accordance with the laws, rules and regulations

applicable to his local authority:; and

- be loyal to the local authority employing him and to
serve 1t to the Dbest of his ability (Hanekom &

Thornhill 1983:122-23).

In 1987 the United Municipal Executive of South Africa (UME)

adopted a Code of Conduct for TLocal Authorities, which

states (Cloete 1989:67):

"the primary object of this code is to provide
councillors and officials as well as ratepayers who
may be interested with guidelines, as to what, from
an ethical point of view, is expected of them in so
far as their personal behaviour and mutual
relationships are concerned". It is stated further
that the '"basic premise of the code is simply that
every councillor and official, when he or she
assumes duty at the same time assumes a very
special responsibility to his or her 1local
authority and fellow citizens and that this
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responsibility should be scrupulously carried out.
Personal interest cannot be permitted to play a
part in matters concerning the interest and welfare
of the community as a whole, and it is the duty of
everyone to avoid situations which may require them
to compromise their conscience or good name. It is
also the duty of everyone not to do anything which
may compromise a fellow councillor or official in a
like manner".

From the foregoing, it suffices to say that not only
councillors and officials, but all municipal personnel must
display positive, good, honest and right characteristics in
performing their duties. They must not allow themselves to
be influenced by unethical practices such as corruption,
nepotism and nonconformity. Trust and loyality are of
paramount importance as they are engaged in activities that
have a direct bearing on human lives. Therefore, they should
always question their actions and evaluate their performance
regularly to ascertain whether they are in fact ethically
correct and are functioning in the interests of the local
authority and the community. Once again, any negativity in
this regard will be highlighted in the appraisal interview

and the municipal employee can be advised to corrective

action.
2.5 SUMMARY
Municipal administration is a specialisaed field of public

administration and 1is concerned with the provision of

municipal goods and services to ensure an acceptable quality
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of life. The municipal environments, such as external,
political and internal, are influenced by numerous factors

such as, 1lnter alia:

- constitutional, statutory, economical, social,

historical, cultural and spatial;

- voters, pressure and interest groups, political

parties, news media and sporting bodies; and

- rules and regulations, respectively.

These factors create a complex environment within which the
municipal authority must recognise, identify and find
solutions to the numerous problems faced by the local
community. This 1is determined by the quality of

performances executed by municipal personnel.

Municipal personnel administration is a sub-field of
municipal administration and is concerned with the optimum
provision and utilisation of personnel resources. Within
the context of personnel administration is the important
function of performance appraisal. The performance

appraisal function measures the quality of performance.

Therefore, it is necessary for municipal officials to direct

their activities towards the achievement of predetermined
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goals, and in so doing, the generic administrative,
management, functional and auxiliary and instrumental

activities have to be carried out.

The manner in which the quality of performance can be
measured is through an appraisal system. Therefore, it is
important for local authorities, and more specifically for
municipal personnel administration, to adopt a just and
viable performance appraisal system. It is only through
performance appraisal that the ability and quality of

personnel can be ensured.

In addition to displaying good abilities and qualities, it
is also incumbent upon municipal personnel to serve in the
best interests of the community as efficiently and
effectively as possible. In so doing they must bear in mind
the guidelines emanating from the normative factors, of
which the following are considered to be of paramount
importance to this study, namely, legislative supremacy,
public accountability, efficiency and effectiveness, respect

for community values and ethical standards.

The supreme authority over municipal affairs is vested 1in
the municipal council by acts of Parliament and provisional
ordinances. All policies, rules, regulations and by-laws of
a local authority are determined by the municipal council.

Therefore, the municipal officials must carry out their
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functions, including the performance appralsal function,
within the rules, regulations and guidellnes set by the

council to attain predetermined objectives.

Accountability in the performance appraisal function is
necessary to ensure that the function is carried out in a
fair, Jjust and unbiased manner and that it is free from
patronage and nepotism. If these factors are not adhered
to, the municipal official can be called to account for his
actions. The measures necessary to ensure accountability in
the performance appraisal function must be reviewed

continually.

The maintenance of efficiency and effectiveness as an
ongoing process in municipal personnel administration is
necessary to ensure that the municipal officials are
achieving the goals of the local authority as required by
the municipal council. In order to ascertain that the
municipal officials are functioning efficiently and
effectively it 1is necessary to evaluate their performance
réqularly. This will ensure that they have the required
training, skills, knowledge, abilities and the inherent
willpower and motivation to overcome any difficulty in

reaching the council’s goals.

It is required of local authorities, as a social entity, to

facilitate human interaction and cultural development.
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Therefore 1in carrying out their daily routine activities,
the municipal officialé must take decisions with a balanced
mind and with due regard for community values. That is, he
nmust ensure that his actions are aimed at the attainment of

goals established in accordance with community expectations.

It is also required of municipal officials to maintain
ethical standards in the execution of their duties. That
is, they must display a positive attitude and ensure honesty
and integrity in the performance of their duties. They must
not be influenced by unethical practices such as corruption,

nepotism and nonconformity.

It is evident from the aforementioned that municipal
personnel play a vital role in ensuring the achievement of
municipal goals. To this end the evaluation of their

performance is highly crucial.

The next chapter, therefore, focuses on the theoretical

perspectives of the performance appraisal function.
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CHAPTER 3

THEORETICAL. PERSPECTIVES OF THE PERFORMANCE APPRAISAL

FUNCTION

3.1 INTRODUCTTON

The performance appraisal function falls within the ambit of
municipal personnel administration. .The impact of
performance appraisal in local authorities is considered
crucial, as municipal personnel are expected to achieve
their goals as efficiently and effectively as possible with
limited resources. To this end, the performance appraisal
function provides the basis for personnel evaluation in
relation to work performance. Therefore, an understanding of
the nature and scope of the performance appraisal function

is an essential part of this study.

In this chapter the theoretical perspectives of the

performance appraisal function shall be discussed within the

following context:
- objectives;

- purposes;

- characteristics;
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- approaches;
- problemns;
- interviewing; and

- training.

3.2 OBJECTIVES

The determination and setting out of objectives is essential
in any field of study to provide clarity and direction
(Clarke 1984:296). The objectives of the performance
appraisal function must provide guidelines which contribute
positively to the overall goals of the institution. There
are a plethora of objectives of the performance appraisal

function. The more pertinent objectives are discussed.

There are three basic objectives of the performance
appraisal function, namely, to provide information for
salary administration, to provide information for promotion
and to improve performance on the present Jjob. These
abjectives and their relationship to the performance

appraisal function are discussed hereunder (Kirkpatrick

1982:19-20):

3.2.1 To Provide Information for Salarv Administration

Salient factors that should be considered to determine

salary increases are
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- the employee’s performance, which could be measured by

actual results or by results compared to objectives;

- the degree of improvement in performance since the last

salary increase;
- the minimum and maximum salary range for the job and
where the employee’s salary is presently located in the

range;

- a comparison of the employee’s performance and salary

to that of others doing the same or similar jobs; and

- the salary that other institutions are paying employees

in the same or similar jobs.

3.2.2 To Provide Information for Promotion

Many programmes include the appraisal of potential as well
as performance. Past performance is a good indicator of
potential performance in the future. This determines the
ability to perform higher-level jobs if the present and
future Jjobs are very much the same. Other factors to be
considered are desire, intelligence, personality, emotional
stability and leadership skills. An individual may be an

outstanding performer and yet not be promotable because the
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requirements for success on the present job are different
from those for the higher-level Jjob. Similarly, an employee
may be performing a job at an average or even unsatisfactory
level, but still be promotable because the necessary

knowledge and skills are entirely different.

3.2.3 To Improve Performance on the Present Job

The third objective of the performance appraisal function is
to improve performance on the present job. To achieve this,
past performance is reviewed, and steps are taken to improve

future performance.

Some institutions have specially designed programmes to
accomplish all three objectives. Moreover, such programmes
often fail to accomplish the third one, which is to improve
performance on the present job. The main reason is that
there is so much emotion involved in the discussion of
salary and promotion that it is not possible to be objective

about ways to improve present performance.

The primary objectives of the performance appraisal function

can be listed as follows (Cloete 1985:137-138):

(1) Establishing and 1listing performance standards
expected of each member of specific groups of

personnel. Such performance standards should be
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(i1)

(1ii)

(iv)

linked to the overall objectives of the
institutions which employ the personnel. Both the
guantity and the quality of work expected should

be mentioned in the list of standards.

Improving the performance of individual employees
by identifying shortcomings in their conduct and
performance at work. Such shortcomings should be
put in writing and employees should, through
counselling, be assisted to improve their conduct

and performance.

Improving, by testing in practice, the
requirements for appointment and promotion; for
example, testing of the utility or shortcomings of
specific qualifications, examinations, training
methods and placement practices. Existing
maladjustments can thus be identified and

eliminated by means of corrective measures.

Determining of objective foundations upon which
personnel actions can be based. For example, the
selection of candidates for promotion, routine or
special salary increases, identifying individuals
who deserve special awards, and identifying groups

who excel or are unsatisfactory performers.
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According to Anderson, Young & Hulme (1987:44), a case study
on the performance appraisal function was carried out by a
major British public sector institution, namely, the
Strathclyde Passenger Transport Executive (SPTE). This
institution is responsible for operating the municipal bus
service in the Glasgow area. It has a fleet of 900 buses
and about 3500 employees. The objectives of this
performance appraisal function were found to be future-

orientated, namely, to:

(1) improve effectiveness by encouraging the
setting of job targets jointly by employees and
their managers, against which future performance
can be assessed; by encouraging managers to
consider and determine with their employees what
additional skill requirements are necessary to
meet present job demands and future job demands,
arising from, for example, changes in technology

and legislation; and by encouraging managers to

consider employee succession.

(ii) alert managers to constraints which may be

inhibiting employee performance.
(iii) give employees a better appreciation of their

managers’ expectations of their performance and,

at the same time, acquaint managers with
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subordinates’ expectations of them.

(iv) improve employee job satisfaction through the

activation of the first three objectives.

The study found that the main objective was to improve
performance in the present job. There has been no intention
to link the performance appraisal function to pay or to
other tangible rewards or penalties (Anderson, Young & Hulme

1987:44).

Croswell (1991:11) aptly summarises the objectives of the

performance appraisal function as follows:

- clarifies performance standards;

- increases trust and communication;

- provides feedback on strengths and weaknesses;

- guides the employee to improved performance;

- develops the employee for greater responsibility; and
provides input to the process of establishing

increments based on merit.

The setting of performance objectives requires the
involvement of both supervisor and subordinate. The
objectives relate to the performance dimensions that come
from the job duties; that is, objectives are specific

outcomes or desired results from the incumbent’s workplace
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behaviour (Croswell 1991:12). For the objectives to be
valuable to both the employee and the institution, they must
be understood and accepted by the employees and must fit
into the overall purposes of the institution. In addition
to identifying results that are observable, the objectives
should be reasonable, preferably in quantitative terms,
although qualitative measurements are acceptable in some

cases.

The primary objective of the performance appraisal function
is to have an appraisal process that is fair and effective,
and which can improve morale and staff performance. Tools
such as interviews, questionnaires, policies and procedures
are a means to an end (Brown 1988:4) - the end being that
staff members believe their accomplishments are recognised, -
that they are justly rewarded, and that they have an
opportunity to improve professionally. The ultimate goal is
to ensure that the environment and the quality of the

employee are as good as circumstances permit (Brown 1988:4).

In order to achieve the objectives of the performance
appraisal function, it is important that the activity is
undertaken in an orderly and continuous basis. The results
of the performance appraisal function must be recorded
meticulously and used purposefully. If the performance
appraisal function is conducted as a routine activity

without clear goals and without active use of the results
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obtained, it is wasted effort. Therefore, the performance
appraisal function serves many purposes, and these are

discussed hereunder.

3.3 PURPOSES

A systematic performance appraisal function has been adopted
by many institutions as a means of helping supervisors to
evaluate the work of each employee. This activity has been
used most frequently as a basis for selecting candidates for
promotion to better jobs or for making ’‘merit’ increases in
salaries. They are also useful as a check on the success of
recruitment, selection, placement and training procedures.
In particular, the performance appraisal of ’‘new employees’
can help determine whether they should be retained at the

end of the probationary period (Pigors & Myers 1977:269).

According to Halloran (1983:365) the purpose of the
performance appraisal function can be categorised into the
administrative and the informative purpose. These shall be

briefly discussed hereunder.

3.3.1 The Administrative Pﬁrpose

In this regard the performance appraisal function is useful
to management as it provides a method of allocating the

personnel resources of an institution. The function

73



provides the basis for determining who should be promoted,
transferred or terminated. In some institutions, salaries
are determined by the performance appraisal function. They
also compel the supervisors to do some constructive thinking
about the productivity and value of their subordinates and

themselves (Halloran 1983:365).

3.3.2 The Informative Purpose

This purpose serves to inform the employee of the following:

(Halloran 1983:365)

how he is doing his job;

what the institution expects from him;

what he can expect from the institution; and

what aspects of his work need improvement.

It is a way of helping each employee to perform his present
job more efficiently and effectively and also to prepare him

for possible advancement and promotion (Halloran 1983:365).

In addition to the administrative and informative purposes,
Ralph (1980:145) focuses on the behavioural purpose. This
purpose entails behavioural changes which the employee must
bring about himself. But the institution, nevertheless, has
a great deal of interest in them, because the employee’s job

behaviour must change for the better or contribute in a
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greater way to the institution’s interest. It is assumed
that the promise of administrative rewards or threat of
administrative punishments will effect such change. Although
the administrative and behavioural purposes are related,
they are distinct in character, and if they are treated as
distinct then there is a greater possibility of designing an
optimum system (Ralph 1980:145). This concept is depicted

in Figure 2.

The distinction between the administrative and behavioural
purposes become clearer when the process of these purposes
are scrutinised. The behavioural ends require feedback.
Performance is appraised and then communicated back to the
performer. Without this, change is not expected to take
place or will take place randomly (Ralph 1980:146). This

process is illustrated in Figure 3.

Administrative purposes, on the other hand, have a different
flow. While the evaluator may recommend administrative
actions by way of submitting reports, he rarely has the
authority to implement them. The authority rests with

management. This process is illustrated in Figure 4 (Ralph

1980:146).

In addition to the aforementioned, the following purposes

of the performance appraisal function are propounded
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FIGURE 2
PURPOSE OF PERFORMANCE APPRAISAL SYSTEMS

ADMINISTRATIVE BEHAVIOURAL

FIGURE 3

PERFORMANCE APPRAISAL TO ACHIEVE
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FIGURE 4

PERFORMANCE APPRAISAL TO ACHIEVE

ADMINISTRATIVE ENDS
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3.3.3 Development

The performance appraisal function can determine which
employees need more training and it helps to evaluate the
results of training programmes (Ivancevich & Glueck
1989:325). It also helps the subordinate-supervisor
counselling relationship, and it encourages supervisors to
observe subordinate behaviour to help them and to do a

better job of coaching (DuBrin 1981:116).

3.3.4 Reward

It helps the institution to decide on pay increases,
promotions and layoffs (Ivancevich & Glueck 1989:325). It
reinforces the employee’s motivation to perform more
effectively by providing feedback on performance (DuBrin

1981:116)

3.3.5 Motivational

The performance appraisal function encourages initiative,
develops a sense of responsibility, and stimulates effort to
perform better (Ivancevich & Glueck 1989:325). It provides
information for human resource planning by identifying
individual contributors and supervisors with potential for
assuming additional responsibility (DuBrin 1981:116). It

also helps to strengthen the employee’s personal commitment
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to the job (Anderson et al 1987:45).

3.3.6 Personnel and Employment Planning

It serves as a valuable input to skills inventories and
personnel planning (Ivancevich & Glueck 1989:325). It helps
the subordinate to analyse his own strengths and weaknesses
and to relate them to his performance. It also creates a
base from which a successful management development

programme may emerge (Anderson et al 1987:45).
3.3.7 Communication

The performance appraisal function is a basis for ongoing
discussion between superior and subordinate about job-
related matters. Through such interaction both parties get
to know each other better. In this manner the performance
appraisal function serves as a communication function

(Ivancevich & Glueck 1989:325).

Tyer (1982:204) & Hyde (1982:294) summarise the purposes of

the performance appraisal function as follows

- promotions, demotions and/or layoffs;
- manpower planning and utilisation;
- identification of goals, objectives and performance

standards;
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- salary adjustments;

- communication between supervisors and subordinates;

- determination of management development needs;

- updating position description;

- validation of selection and promotion procedures;

- facilitating personal and career growth; and

- satisfying legal demands for equitable treatment of

employees.

Therefore, it can be stated that the majof purposes of the
performance appraisal function are to help make
administrative decisions related to compensation, promotion,
retention and discharge; to aid in performance counselling
and training, and to aid in the development of employees.
Many institutions also use performance appraisals for human
resource planning purposes, as input into employee
information systems and for validation of selection

procedures.

From the aforementioned, one can conclude that a properly
constructed and maintained performance appraisal function
can contribute to employee effectiveness by providing
feedback about specific strengths and weaknesses,
documenting the fairness of administrative personnel
decisions, providing information to guide employee training,
development, and placement programmes, and enhancing

feelings of responsibility on the job. Since institutional
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effectiveness 1is strongly influenced by individual

effectiveness, it is obvious that a good performance

appraisal function can improve the overall efficiency and

effectiveness of the institution.

3.4

CHARACTERISTICS

A performance appraisal function has clearly identifiable

common characteristics and can serve a variety of purposes.

The following key characteristics can be identified

(a)

(b)

(c)

Participation: high level employee participation

results in employees being satisfied with both the
appraisal process and the supervisor’s observations
(Latham & Wexley 1982:150-151). Supervisors and
subordinates co-ordinate the development of the
appraisal system and monitor its effectiveness (Brown

1988:7).

Acceptance: of the appraisal process and the

supervisor’s observations by the employee leads to the
supervisor being supportive of the employee (Latham &

Wexley 1982:150-151).

Goals: supervisors and subordinates engage in an

ongoing process of setting goals and providing feedback

rather than depending only on a once-a-year appraisal
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(d)

(e)

(f)

session (Brown 1988:7). Great improvement in
performance is achieved by the setting of specific
goals with the subordinate (Latham & Wexley 1982:150-

151).

Discussing problems: about the employees current job

performance and working toward solutions has an
immediate effect on productivity (Latham & Wexley
1982:150-151). The appraisal interview focuses on

problem solving and staff development (Brown 1988:7).

Criticisms: the number of criticisms in an appraisal
interview correlates positively with the number of
defensive reactions shown by the employee. There
appears to be a chain reaction between criticisms made
by the supervisor and defensive reactions shown by the
subordinate, with 1little or no change in the

subordinate’s behaviour (Latham & Wexley 1982:150-151).

Opinions: if employees are allowed to voice opinions
during the appraisal interview, they will be satisfied

with the appraisal (Latham & Wexley 1982:150-151).

Croswell (1991:12) has summarised the characteristics of the

performance appraisal function as follows:

performance appraisal is ongoing rather than an event;
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- it is participative;

- it is a two-way communication;

- performance appraisal interview takes place face to
face;

- appraisal is based on performance criteria and not on
personality traits;

- it provides a balanced feedback;

- it is based on job-relevant behaviour;

- it is future oriented;

- it separates performance from potential; and

- appraisal is based on employee’s performance and is not

compared;

It is evident that, for the performance appriasal function
to operate, it has to have <certain important
characteristics. Without these it is highly probable that
its efficacy could be questioned. In carrying out the
performance appraisal function numerous approaches are used

and these shall be discussed hereunder.

3.5 APPROACHES

Over the years a variety of approaches to appraising

performance have been developed by different authors.

According to Hays & Kearney (1983:120-121) these approaches

may be grouped around four key factors, namely, timing of
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appraisals, the evaluator, factors selected for appraisal

and the system or technique of appraisal.

3.5.1 Timing of Appraisals:

This refers to the frequency of formal appraisals. Some
institutions appraise employees once a year, while others

may appraise more often (usually twice a year).

3.5.2 The evaluator (or rater):

This is usually the employee’s immediate supervisor.
However, 1in some institutions supervisory ratings may be
reviewed by higher-level administrators or additional

appraisal may be done by other evaluators, such as:

(a) a committee of other supervisors;
(b) one’s peers or fellow workers;

(c) subordinate appraisal of supervisory personnel; and

(d) self-appraisal by the employee.

3.5.3 Factors selected for appraisal:

These are of two basic types. The one is trait or person-
based appraisal, and the other is performance-based
appraisal. The trait-based appraisal is the most common and

consists of an appraisal of general factors such as
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personality traits and general skills or duties that are not
unique to a particular individual or job series based upon

specific job requirements or performance standards.

Performance-based factors refer to appraisals that focus
upon work behaviour and the results accomplished by an
employee. The factors are being adopted increasingly for

ensuring a better administrative practice.

3.5.4 The system or technique of appraisal:

This is also of several varied types and differ widely in
terms of the purpose they serve best and their
administrative efficiency. However, there is a tendency for
one or two systems to be used predominately by institutions,
such as graphic rating scales, paired comparison,
behavioural anchored rating scales and management by
objectives. The different types of appraisal systems are

discussed in detail in Chapter 4.

Mathis & Jackson (1979:298-307) have also indicated four
basic approaches to performance appraisal. These are as

follows:

- subordinates rating their superior,
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- group methods,

- superiors rating their subordinates, and

- a guided self-appraisal by the employee through the use
of the management by objectives (MBO) system of

appraisal.

These approaches are discussed briefly hereunder.

3.5.5 Subordinate Rating Approach

This is the most common method being used increasingly in
many institutions. The results are used to help supervisors
improve themselves or to help assess a manager’s leadership

potential (Mathis & Jackson 1979:298-307).

There are advantages to this approach. For example, in
situations where the supervisor-subordinate relationship is
critical, the subordinate’s rating can be useful in
identifying competent supervisors. It can also help the

supervisor to become more responsive to subordinate needs

(Mathis & Jackson 1979:298-307).

There are also certain disadvantages. For instance, the
supervisor may not be able to manage his subordinates
properly but tries only to be good to thenmn. Such persons,
without other qualifications, are not good managers. Also

supervisors may react negatively to being evaluated by
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subor

dinates. On the other hand subordinates may be afraid

of victimisation and as a result they may not provide

reali
subor
they

1979:

This

stic ratings on their supervisors. Furthermore, the
dinates may resist rating their supervisors because
do not see it as part of their job (Mathis & Jackson

298-307).

Group Rating Approach

approach can be categorised into two types, namely,

group rating by superiors and group rating by peers. These

approaches shall be discussed briefly (Mathis & Jackson

1979:

(a)

298-307).

Group Rating by Superiors

This can either be by committee appraisal or multiple
rating system. In the committee appraisal more people
know and watch the individual being rated and
therefore, more information is made available on that
person. This is particularly useful to the institution
for promotions or future job placements. The multiple
rating approach requires several superiors to
separately fill out rating forms on the same
subordinate. The results are then tabulated to

establish an appraisal for the subordinate.
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(b) Group Rating by Peers

The use of peer groups as raters is a special type of
group performance appraisal approach and is often
carried out on an individual basis to avoid conflicts.
This approach is seldom used in a committee form, for
example, if a group of workers met as a committee to
talk about each other’s ratings, then future work
relationships might be impaired, the quality of the
ratings may be diminished and the possibility of
conflicts and alliances will be increased. Therefore,
the peer rating approach is best used by summarising

individual ratings.

3.5.7 Superior Rating of Subordinates

The third basic approach to appraising suggests that the
supervisor is the most qualified person to evaluate or
appraise a subordinate’s performance on the job more
realistically, objectively and in a fair manner. A major
reason for this 1is that the supervisor has a better
understanding of what the subordinate should be doing and of
the processes he should be using to achieve a certain
output. An ideal situation is one in which every
subordinate should have only one supervisor. This is

referred to as the ‘unity of command’ (Mathis & Jackson

1979:298-307).
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3.5.8 Guided Self-appraisal Approach

A fourth basic approach to appraisal is a system of guided
self-appraisal called management by objectives (MBO). It is
often used to appraise the performance of managers or
higher-level supervisors. MBO specifies the results and
performance goals which an individual hopes to accomplish
within a specified time. The objectives each manager sets
are derived from and are consistent with the overall
objectives of the institution (Mathis & Jackson 1979:298-

307).

Self-appraisal involves participative goal setting. It
requires employees to develop their own goals which would
assist the group and the institution as a whole. Setting
goals and then analysing successes or failures in goal
achievement provides participating employees with valuable
opportunities for self-appraisal. This is especially
valuable for self-development and for the identification of
training and development needs. It permits the employee to
assess personal potential and to verbalise his desires for

lateral transfer or future promotions (Henderson 1980:170).
Latham & Wexley (1982:152-154) and Jackson & Keaveny

(1980:197-198) have listed three approaches to performance

appraisal. These are:
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- tell and sell;
- tell and listen; and

- problem solving.

These approaches shall be discussed briefly hereunder.
(Latham & Wexley 1982:152-154 and Jackson & Keaveny

1980:197-198).

3.5.9 Tell and Sell

The purpose of tell-and-sell is to let employees know how
well they are doing (tell), and to persuade the employees to
set specific goals for improvement (sell). This approach
maximises goal setting and criticism. It is effective for
increasing the performance of trainees as well as
experienced employees who have been socialised to accept
authoritarian leadership. In addition, this approach is
efficient in that it takes less time to conduct. However,
in this approach the supervisor assumes the role of a judge
and approaches the appraisal interview as a one-way
communication process. He points out what is right or wrong
with the subordinate’s performance and specifies solutions
to any perceived deficiencies. Since the supervisor does
not give the subordinate an opportunity to explain his point
of view, this approach can lead to arguments, rejection of
the superviéor's recommendations for improvement, and

possible outright rejection of the performance appraisal.
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3.5.10 Tell and Listen

The purpose of the tell-and-listen approach is to
communicate the supervisor’s perception of the employee’s

strengths and weaknesses, and to let the employee respond to

these. This approach maximises employee satisfaction with
the process. The supervisor actively 1listens to the
employee’s attitudes and feelings, encourages the

subordinate to speak, paraphrases the employee’s statements
to ensure understanding and summarises the employee’s
feelings at the end of the interview. 1In this way, the
subordinate may be more receptive to the results of the
appraisal and the suggestions for improvement. Also, the
supervisor may discover additional information which could
affect both the appraisal and the plan for individual
development. But since no specific goals are set there is

little subsequent change in the employee’s performance.

3.5.11 Problem Solving

This approach allows for :

- employee participation in the appraisal;

- discussing and solving employee problems; and

- setting specific goals.

It combines the steps mentioned in the tell-and-sell and the
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tell-and-listen methods and outlines the steps for
conducting an effective appraisal. The problem-solving
approach is particularly appropriate for peer ratings or
self-appraisals because it minimises the role of the
supervisor as a Jjudge and at the same time maximises his
role as a counsellor; that is, he becomes more a helper than
a critic. This approach is effective because by using peer
rating or self-appraisal methods a supervisor can focus more
attention on ways of helping the subordinate to overcome a
problem. The subordinate will also be more committed to

implementing the decisions of the appraisal.

The problem-solving approach requires the subordinates to be
objective in their self-appraisals and the supervisors to
have insight and be good psychologists. The subordinates
should also be active participants in suggesting ways to

improve performance.

According to Schneier & Beatty (1978:163-164) it is
important to compare approaches with the following items

before an ideal approach is selected:

- objectives;

- psychological assumptions;
- role of interviewer;

- attitude of interviewer;

- skills of interviewer;
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- reactions of employee;

- employee’s motivation for change;
- possible gains;

- risks of interviewer; and

= possible results.

It is also important for the rater to ensure that he uses
the correct approach for a given situation. This decision
could be influenced by whether he wishes to perpetuate
existing institutional values or to stimulate initiative

from below.

3.6 PROBLEMS IN APPRATSAL

In spite of its deceptive simplicity, its many useful
purposes and its underlying objectives, the performance
appraisal function, nevertheless, has many problems (Pigors
& Myers 1977:272). The main reason for these problems is
that the supervisors are reluctant to take the time and
trouble to prepare the periodic appraisals of their
subordinates, and more especially to discuss the results
with them. This reluctance is due to the fact that
supervisors feel uncomfortable when placed in a position of

being judge (Pigors & Myers 1977:272).

Another reason is that in practice performance appraisals

are made, recorded, filed and forgotten. Later personnel
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decisions are then made without reference to these
appraisals, despite the fact that the whole purpose of
performance appraisal is to improve employee performance and
to reward such improved performance by promotions,
favourable transfers and merit salary increases (Pigors &

Myers 1977:272).

Since the performance appraisal function is conducted by
people it is frequently subject to a number of errors and
weaknesses. The common problems are discussed below under

separate headings.

3.6.1 Contamination, Deficiency, Irrelevance and

Improper Weighting

The concepts of contamination and deficiency are potential
problems with criteria such as records of quantity and
quality of output, absences, tardiness, overtime and
reprimands (Sauser 1980:14). Employees are often rated on
performance factors which are not always completely under
their gontrol, such as attendance and quantity of work
(Sauser 1980:14). Some appraisal forms also do not include
major components of Jjobs, and therefore, employees may not
get credit for performing essential functions (Sauser
1980:14). Irrelevancy occurs when supervisors are forced to
rate personality traits of their subordinates, which they

believe have no relationship to job performance. This
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results in a distorted representation of the employee’s true

value to the institution (Sauser 1980:14).

3.6.2 Lack of Obijectivity

Some supervisors rate their subordinates on the basis of
hearsay, first impressions or randomly observed behaviour
(Sauser 1980:14). Such practices defeat the purpose of the
performance appraisal function. Other supervisors allow
biased factors such as the employee’s age, sex, race,
appearance or personality to affect their appraisals (Sauser
1980:14). This is also improper. Appraisal should be based
on first-hand observations of actual behaviours on the job,
otherwise they will lack the objectivity essential for a

fair performance appraisal system (Sauser 1980:14).

3.6.3 Lack of Standardisation

Interpretation of appraisal statements differ from appraiser
to appraiser (Sauser 1980:14). For example, they may not
agree on the definition of ‘ability to communicate’.
Furthermore, what one may see as ‘excellent’ performance may
only be ‘fair’ to another. Therefore, the appraisal process
may be influenced by the appraiser’s interpretation of the
statements on the appraisal form rather than by the
employee’s actual 7job performance. Thus, it is essential

that the appraisal form be designed in such a way that all
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appralsers can interpret it in the same manner so that
meaningful data can be obtained about employee performance

(Sauser 1980:14).

3.6.4 Opposition to Appraisal

Most employees fear performance appraisal mainly because of
rater subjectivity. By introducing subjective bias and
favouritism raters create problems that lead to opposition
to most performance appraisal systems. Those that oppose

these systems argue that (Ivancevich & Glueck 1989:327)

- they increase paperwork and bureaucracy without
benefiting employees much, as supervisors do not use

them in reward decisions;

- supervisors and subordinates dislike the appraisal
process and more especially the supervisors have

problems with reaching decisions about the performance

levels of subordinates;
- subordinates who are not appraised in the top

performance category tend to be demotivated and they

slow down.
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3.6.5 System Design _and Operating Problems

Some performance appraisal systems fail because they are not
properly designed (Ivancevich & Glueck 1989:328). This can
be attributed to the fact that the criteria for appraisal
are poor, the system used is cumbersome, or the system is
more form than substance. If the criteria used focus mainly
on activities rather than output, or on personality traits
rather than on performance, the appraisal system may not be
well-received. Some appraisal systems are time consuming or
require extensive written analysis, both of which are
resisted by supervisors. In such cases another system
should be determined. Furthermore, some supervisors use the
system properly, while others may just haphazardly fill out
the paperwork. 