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ABSTRACT
The general objective of the study isto assess the effectiveness of the Staff performance appraisal
system in the Ghana Heal th Service using Kassena Nankana West District (KNWD) of the Upper
East Region as a case study. In spite of the numerous administrative and development purposes
served by performance appraisal as a component of performance management in every
organisation, the HRM division of the GHS in the KNWD seldom maximizes the positive
contribution this tool adds to meeting service targets. This research used a cross sectiond
descriptive study with a quantitative method. The data was collected using self-administered
guestionnaires. Mgority of the staff of GHS in the KNWD seems to have a great ded of
knowledge on the appraisal system with al facilities haven an appraisal system in place with
clearly outlined, understood and accepted the purpose. Despite the fact that the majority of the
staff agrees that there is an appraisal system in place, they are unable to articulate as presumably
how the Performance Appraisa System (PAS) affects the performance of individual staff in
achieving organisational goals. Perceptions of staff concerning the effectiveness of the present
performance appraisal systems of the Ghana Health service were skewed towards dissatisfaction
because they lacked essential characteristics of an effective performance appraisal system. The
study concludesthat thereisaneed for the service to recogni se their employee as valued resources
and treat them as a source of competitive advantage, which have to be strategically managed to
achieve improved employee performance and development as well as the effectiveness of the
service. It is recommended that, the human resource division of the Ghana Health Service should
organise regular and continuous training and workshops for managers and staffs on the
performance appraisal system in al the facilities to remind al managers and employees about

performance appraisal process, and what is expected of them.
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CHAPTER ONE

1.0INTRODUCTION

1.1 BACKGROUND TO THE STUDY

One of the three most important considerations in setting up an organization is the human
resource component of the organization. The role of human resource is not only in the
organization level, but also its role has expanded from a small economical unit to the
national level (Pohjola, 2010). Performance management is a vital component of human
resource management that ensures the effective use of scarce resources (Baines, 2009). The
Human resources function facilitates the use of available resources to achieve set targets
and they are the most important category of the health systems inputs (WHO, 2000).
Performance management is a continuous process of identifying, measuring and
developing the performance of individuas or teams and aligning the performance of
individuals and teams to achieve organizational goals (Aguinis, 2009, Armstrong, 2009

and Noe et a, 2008).

Organizations are now more focused on the need to get more from their employeesif they
are to achieve organizational objectives. Accurate appraisals are crucial for the evaluation
of recruitment, selection, and training procedures that lead to improved performance.
Appraisals determine training and development needs as well as career progression and
compensation decision and occasionaly, counselling needs. It can aso increase employee
motivation through the feedback process and may provide an evauation of working
conditions, thus, improving employee productivity, by encouraging the strong areas and
modifying the weak ones. When effective, the appraisal processreinforcestheindividua’s

sense of persona worth and assists in devel oping his/her aspirations. According to Maund
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(2001:572), ‘* Appraisal is the analysis of the successes and failures of an employee and
the assessment of their suitability for training and promotion in the future and Performance
Appraisal was introduced in the early 1970s in an attempt to put formal and systematic
framework on what was formerly a casual issue’’. He explained that, performance
appraisal, if well conducted can be used to improve current performance, provide feedback,
increase motivation, identify training needs, identify potentials, let individuals know what
is expected of them, focus on career development, award salary increases, and solve job
problems. Practically, it isaway of managing an organization’s staff effectively and also
manage poor performance. Thisis because, it allows one to know; what employees have
achieved and can achieve, know what employees’ weaknesses are, understand how each
employee’ srolefitsinto the overall organisation, compare the efficiency of different staff
members, set realistic goals and identify ways that the organisation can be expanded or
enhanced. They allow staff to also; fed valued, understand what is expected of them,
understand the business they are involved in, understand their weaknesses, identify their
strengths, identify areas they need further training in as well as offer opinions and insights
that may improve the organisation as a whole. In order to achieve these goals, managers
must be able to determine and assess performance levels of both an organization and its

individual employees (Kurt 2004).

According to Vanci-Osam & Askit, (2002) and Lam, (2001), an effective appraisal scheme
offer anumber of potentia benefitsto both individual and the organization. These benefits
are: identification of an individua's strengths and weakness; identification of problems
which may be restricting progress and causing inefficient work practices; development of

a greater degree of consistency through regular feedback on performance and discussion
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about potential which encourages better performance from staff; improvement of the
quality of working life by increasing mutua understanding of managers and their staff.
Performance appraisal should therefore be viewed as one of those processes in
organizations that aim at enhancing productivity through mutual interaction between
supervisor and the subordinates. The feedback provided during the appraisal process is
vital in informing all those involved in the organization about what ought to be done in
order to move the organization forward, Vanci-Osam & Askit, (2002) and Lam, (2001).

One of the important ways for human resource improvement is performance assessment.
Organizational management through employee's performance assessment results in
decisions on delegation of tasks and responsibilities, promotion, mobility and transfers,
and training of staffs. Focusing on an organisation’s human resource is one of the key

strategies to increase organization efficiency and productivity (Berqgtschek et al., 2009).

Among the organizations, management and performance improvement in hospitals has a
specia place, because hospital is the most important center for providing diagnosis,
treatment and rehabilitation services. Hospitals also have more varied and higher
employee's organizational positions than other organization (Ashby et a., 2005). The
productivity of health sector staff is one of the main current issues and the most significant
challenges that health sector manager’s face and is aso one of the biggest concerns for
health care organizations (Mc-Neese-Smeet, 2001). Despite the key importance of
productivity, this phenomenon has rarely been studied in health. Similarly, if productivity
has been considered, it has been in terms of the materias from industry and economic

theories but outcomes of nursing practice have not been considered (Eastaugh, 2007).
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Governments worldwide are under pressure to improve their service and to control their
costs. ‘ National, state, county, municipal and public agenciesin amost al the countriesin
the world are encountering some sort of fiscal squeeze’ (Cokins 2002). The rise of public
voices towards accountable and efficient government has influenced most government in
the world to implement Performance Management System (PMS) to cater to the needs of

the citizens.

Nevertheless, the lack of Comprehensive implementation plans and its practices have
caused the failure of the system (Niven, 2002). Ghana over the last three decades, has
undertaken several administrative reformsin the public sector, designed mainly to improve
the efficiency and effectiveness of service delivery to enhance productivity (Public service

commission, 2014).

The empirical evidence indicates that the Government is aware of these challenges and is
committed to improve the performance of the public sector with the performance
management policy for the public services of Ghana reviewed in 2014 (public service

commission, 2014).

As part of the Ghana Health Service human resource management responsibilities, the
procedure for evaluation of staff performance in Ghana Health Service was done by using

standardized Civil Serviceformsand processesfor conducting staff performance appraisal.

Members of staff were to be assessed once ayear. In order to focus performance appraisal
on performance improvement and |ess on promotion, the Ghana Health Service developed

its own performance appraisal process in the year 2003 (Ackah, 2015).
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. The purpose of the new process was to evaluate staff performance quarterly, for which
staff were to set their own objectives quarterly and monitor their achievements at the end
of each quarter in ayear. This approach was piloted in Ashanti Region, Eastern Region

and Brong Ahafo region in Ghana (Ackah, 2015).

Anevaluation of thisquarterly appraisal system also reveal ed that though hel pful and better
than the Civil Service annual appraisal system, the quarterly one was too cumbersome and
time consuming. In 2006, the revised Staff Performance Appraisal (SPA) was introduced
by Ghana Health Service where objectives are set annually but with an abbreviated six
monthsreview of performance activities. At present, thisiswhat isbeing used in the Ghana
Health Service. Though, it is fairly easy to prescribe how the performance appraisal
process should work, descriptions of how it actually works in practice could be rather

discouraging.

If the staff performanceislessthan optimal or set targets, the consequences are direfor the
organisation and service as awhole inter aliain terms of meeting service targets, national
and global god s of influencing health positively. Hence, the objective of this study wasto
assess the perceptions of health workers of the effectiveness of performance appraisal in
the Ghana Health Service in Kassena Nankana West District (KNWD), specificaly to
identify the current practices used to manage the performance of health care workers and
to propose strategies for improvement. The findings of this study will provide policy
makers with a framework to guide planning and management of health care workers not
only in Kassena Nankana West District, but also in the entire region and other regions of

the country.
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1.2 Statement of the problem

Meeting service targets has been a challenge at the national, regional and district
levels. Kassena Nankana West District has consistently failed since its creation in
2008 to meet most of its service targets (District Annual report, 2014). This has been
attributed to poor staff attitude, weak supervision at al levels, poor documentation
and submission of reports, weak implementation of CHPS and inadequate human

resources (Annua report, 2014).

Governments in conjunction with Ministry of health (MOH), Ghana Health Services
(GHS) and other stakeholders had proposed and implemented series of interventions

with the view of improving the quaity of health system in Ghana

To further ascertain the reasons for poor staff attitude, a staff satisfaction survey was
conducted in the district to explore the reasons for poor staff work attitude. The survey
revealed that, staff were dissatisfied with their work and work condition, learning and
development, supervision, performance management and the benefit package associated

with their work in the district ( staff satisfaction survey, Ayamba, 2015, unpublished).

It also came out strongly that, Staff appraisals are only carried out when staff are due for
promotions for the selected few and in many situations not at all. This results in the
lowering of staff morale and apathy towards performance appraisals, because the right tool

to measure performance is not taken seriously.

Anecdotal evidence has it that the new appraisal system is replicating the inefficiencies of
the old system. It isa most becoming a standard requirement for promotion. GHS staff tend

to go through the process only in the yearsthat they are due for promotion. The mechanism
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for ensuring that staff are appraised annually are not monitored. There is no evidence of
copies of such appraisal documents on every staffs file except those due for promotion in
aparticular year. It is also not clear whether the recommended process is being followed
or neglected. Thisislikey to allow favouritism and victimisation to characterize the system

as common with the old appraisal system.

The old performance management system was bedeviled with several challenges. Some of
these include: absence of a clearly defined, articulate and enforceable implementation
framework, low Executive commitment/involvement and support for the Performance
Management System (PMYS) in contrast to what pertains in other developed/developing
countries, absence of rigour, objectivity and continuity in the administration of the system,
non-linkage of the processto an enforceable Reward and Sanctions M echanism, ignorance
of Public Servants on the merits of PM S, non-linkage of the system to staff development,
and lack of effective monitoring and annual reporting and feedback mechanisms (public

service commission, 2010).

According to Maund (2001), *’ employees see a poorly conducted appraisal interview as
being worse than not having an interview at all’’. Ideally, the record of the interview
should be written on a special performance appraisal form that is signed by the manager,
the employee and often a senior manager. It is good practice to allow the employee to see
the completed form and add any comment (s). The situation had further resulted in ripple

effects on poor performance, low morale and lack of disciplinein the service.

Given the challenges earlier enumerated to be facing employees in Ghana Health Service,

particularly employees of Kassena Nankana West District in the upper east Region,
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performance management offers a valuable opportunity to recognize and reward
employees efforts and performance, detect key barriers and identify professiona
developmental needs and opportunities. It provides valuable feedback and instruction to
employees and gives managers and supervisors a useful framework from which to assess

the employees’ staff’s performances.

In spite of the numerous administrative and devel opment purposes served by performance
appraisal as a component of performance management in every organisation, the HRM
division of the GHS in the KNWD seldom maximizes the positive contribution this tool

adds to meeting service targets.

Itisinthe light of this situation that aresearch is being conducted to assess how effective

the performance appraisal system in the GHS in the KNWD of the Upper East Region.

1.3 Resear ch Questions

1. What isthe knowledge level of heath workers on the existing Performance Appraisal
System within the GHS of the Kassena Nankana West District?

2. How does the Performance Appraisa System identify employees strengths and
weaknesses?

3. What are the attitudes, beliefs and perceptions of staff about the effectiveness of the
Performance Appraisal system and process?

4. What are the challenges of the performance appraisa system in the GHS in the

Kassena Nankana West district?
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1.4 Resear ch objectives
1.4.1 General Objective

The genera objective of the study is;

To assess the effectiveness of the staff performance appraisal (SPA) system of the Ghana

Health service (GHS) in the Kassena Nankana West District (KNWD)

1.4.2 Specific Objectives

1. To assess the knowledge of health workers on the existing Performance Appraisa
System within the GHS of the Kassena Nankana West District.

2. To assess how the Performance Appraisal System identifies employees strengths
and weaknesses.

3. To assess the attitudes, beliefs and perceptions of health workers about the
effectiveness of the Performance Appraisal system and process.

4. To assess the challenges of the performance appraisal system in the GHS in the

Kassena Nankana West district

1.5 Significance of the Study

Up to the time of this study Performance Appraisal of health care workers in the district
was not adequately documented. The objective of this study was to investigate the
Performance Appraisal of heath care workers in KNWD, specificaly to identify the
current practices used to manage the performance of heath care workers and to propose

strategies for improvement.

This study sort to bring to light employees understanding and appreciation of the

Performance Appraisal system and the relevance of an objective, systematic and effective
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performance appraisal. The association or relationship between the Performance Appraisal,
staff output and achieving service targets will be explored. The findings of this study will
provide policy makers with a framework to guide planning and management of health care

workers not only in district but also in other districts of the region.

Also, it would contribute to knowledge and literature because it would focus on how
Performance Appraisal can be more effective which would enable management to develop
abroader understanding of human resource management process. Further, it would provide
information for human resource practitioners on how rules and regulations regarding
performance appraisal work in health facilities and develop the necessary programmes to

address weaknesses and reward performance.

1.6 Scope of the Study

The health care system in Ghana consists of national, regiond, districts and community
levels. Theteachings hospitals, regional and district hospitalsasreferral points. The district
health care system comprises the district genera hospitals, health centres (HC) levels and
CHPS compounds and the community health committees. Kassena Nankana West Districts
is one of the Districts in the upper east region with the responsibility of providing
preventive, curative and rehabilitative health care service in the district. This study thus
focuses on the performance management system with particular reference to the

performance appraisal as a human resource activity in the service.

1.9 Organization of the Study
The study was divided into five (5) chapters. Chapter one embodies the general

introduction to the study, the objective of the study, specific objectives, statement of the

10
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problem, research questions, scope, organization of the study and the significance of the

study.

In chapter two, the works of some authors pertaining to the concept of performance
management and Performance Appraisal were reviewed, bearing in mind the objective

of the study.

Chapter three provides information on the methodology for the study. It looked at the
study design, the study population, and the sampling techniques used. It aso provided

information on the data collection methodology and analysis procedures.

The fourth chapter reported on the findings obtained from the field study. It described
the background of the respondents, the issues relating to effectiveness of performance
appraisal, the identifiable constraints that affected the appraisal system in the service

and how to solve them.

The concluding fifth chapter summarised the salient trends and ends with suggestions
and recommendations necessary for the attainment of an effective performance appraisal

systeminthe Ghana Health Service.

11
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CHAPTER TWO
20LITERATURE REVIEW

2.1 Introduction and Country Context

A literature review drives the research (Berg, 2004) and is an essential first step when
undertaking a research project (Neuman, 2006). This chapter builds a theoretical
foundation for the research through a thorough review of the existing literature on the
effects of performance management and appraisal system.

This literature review has four important aims. First, to gain afull insight of the existing
literature on the research area; second, to identify the key research issues and emerging
themes to place the research into its proper context; third, to fully understand the
theoretical concepts and models relating to the research topic in devel oping and producing
a suitable theoretical framework for the research and fourth to establish and rationalized
the significance of the research problem statement (Baker 2000; Cavana, Delahaye &
Sekaran 2001; Leedy 2001; Perry 2002). These, therefore, have formed the basis for

establishing the conceptual framework for this research.

Theframework which bringstogether the key variables and issues pertinent to the research

has four primary purposes (Neck 2008):
1) Toestablish the research domain;
2) Toidentify gapsin the existing body of knowledge on the research problems;
3) Todevelop the research questions and hypotheses to guide the research;

4)  To assist with the formulation of the chapter structure.

12
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The previous chapter gave the background and objectives of the study. It outlined the
problem which centres on the effectiveness of performance appraisal system in the GHS

in the KNWD.

2.2 Perfor mance management

In Chapter 1, a number of performance management processes and factors influencing
performance management were listed. This chapter will elaborate on these processes and
factors in accordance with the definition of performance management and performance
management systems and cover the literature pertaining to performance management and
performance appraisal. In doing so, the literature will berelated to the current performance
appraisal system of GHS and the questions that were used to assess the effectiveness of

performance appraisal system.

Armstrong (2006) holds that performance management is based on the principle of
management by agreement or contract rather than management by command. It
emphasises the integration of individual and corporate objectives as well as the initiation

of self-managed learning development plans.

The performance management roadmap of Mohanty (2006) stipulates that performance
management is a strategic and integrated approach in delivering sustained success to
organisations by improving the performance of people who work in them and by
developing the capabilities of individual contributors. He defines performance
management asthereal concept of human rel ations management, which is associated with
an approach to creating a shared vision of the purposes and aims of the organisation,
helping each employee understand and recognise his or her part in contributing to the

organisation, and, in so doing, managing and enhancing the performance of both

13
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individuals and organisation. He states that the essence of performance management isthe
development of individuas with competence and commitment, working towards the
achievement of shared meaningful objectives within an organisation, which supports and
encourages their achievement. He further suggests that every performance management

system should have the following components:

» Clearly defined objectives
* Free and open dialogue

* Performance-based rewards

To be able to explore the factors affecting the attitude of employees towards the
performance management system, performance management and the performance
management system have to be defined and understood.

2.2.1. Typical performance management

According to Brudal (2010), in the case of management, the term performance can be used
at various levels (persona performance, individual performance, team performance, and
organisational performance) to express general performance or to reflect a benchmark

against peers.

Brudal (2010) further states that in scientific management, performance is associated with
two key processes. performance management and performance measurement. Brudal
further indicates that, these two key processes cannot be separated from one another, and
performance management both precedes and follows performance measurement.
Performance management is the overarching process that deals with performance. It

reflects the approach one entity has towards performance, and it includes sub processes

14
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such as strategy definition (planning/goa setting), strategy execution, and training and
performance measurement. Thus, performance measurement is a sub process of
performance management that focuses on the identification, tracking and communication
of performance results by the use of performance indicators. Performance measurement
deds with the evaluation of results, while performance management deals with taking
action based on the results of the evaluation and ensuring the target results are achieved

(Brudal, 2010).

The knowledge age requires a new approach to performance management. People add
value and ensure that organisational performance which requires high commitment, based
on trust between manager and staff, is given. Performance management can play an
important rolein fostering trust between these parties and promoting understanding which
ismost important in this relationship. Thiswill lead to mutual cooperation which, in turn,
will nurture engagement. For al of thisto happen, communication between management

and staff must be the centerpiece.

Since the performance of every employee contributes to the realisation of the business's
strategic goals, it follows that the performance of every employee should be managed.
This is the primary responsibility of every employee’s line manager, and the role of the
HR department is to design, develop, implement and maintain the tools and practices that

will assist line management to execute this task effectively.

The process of performance management essentially entails three elements:

15
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» Defining performance by setting clear gods, deciding how to measure goal
accomplishment and providing regular progress assessment. Performance appraisal is an
integral part of this element.

» Facilitating performance by identifying and eliminating obstacles to good
performance and by providing resources to accomplish objectives.

» Encouraging performance by providing sufficient rewards and recognition that
employees really value, in atimely and fair manner (Badenhorst-Weiss et al. 2012, Van

Zyl, Van Noordwyk & Du Toit 2012).

Performance management is different from performance appraisal which forms part of
performance management. Performance management is much more than appraising
individuals. It contributes to the achievement of change, and it isintegrated with other key
HR activities, especialy human capital management, talent management, learning and
development and reward management (Armstrong 2009). According to Kozlowski (2012),
performance management is a continuous process rather than a discrete event of

performance appraisal.

Thisindicatesthat performance management isincreasingly interlinked with other HR and
organisational processes to ensure that performance management is embedded in the

strategic management processes of the organisation.

The CIPD viewpoint (CIDP 2012) is that performance management has a significant role

to play in enhancing organisational performance in the following ways:

» It ensures al employees understand their contribution to organisational goals and

objectives.

16
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» It ensures all employees understand what is expected of them and have the skills
and support to achieve this.

» [t drives engagement.

* It ensures effective communication throughout the organisation and the linking of
objectives.
* It enhancestheindividual line manager relationship, encouraging line managers to

build positive relationships with individual s based on trust and empowerment.

The keys to the successful introduction and application of performance management are
being clear about what is meant by performance, understanding what the organisation is
and needs to be in its performance culture, being focused on how individual employees
will benefit and play their part in the process, and understanding that it is a tool for line

managers and its success will depend on their ability to useit effectively.

2.2.2 Evolution of performance management

Performance management has evolved over the decades since the 1970s, especidly as
knowledge workers, and knowledge work in itself, require new ways of directing
performance. “The different sources, stretching over time, indicate the evolution of
performance management. The emphasis shifted from a human resource function charged
with performance appraisal to line management, translating organisational goals to
individual and team objectives to ensure alignment and unity of direction or focus
(Armstrong & Baron 2005). Thistrend, to translate organisationa goals to individua and
team objectives is relatively new according to the dates of sources. According to

According to Drucker 1977:225 cited in Mabona, 2013:25, “It takes decades to build the

17



UNIVERSITY FOR DEVELOPMENT STUDIES

>

o

3

k<— J

i

www.udsspace.uds.edu.gh

edifice on thefoundation laid by thefirst thinkersin thefield.” The main responsibility for
performance management has thus shifted from being an HR activity to be the
responsibility of line managers. Line managers give effect to “management” by using
performance management as a tool in translating organisational strategy into business

results, while directing daily activities in a meaningful way (Mabona, 2013).

He further explained that, Performance management as a discipline contains el ements that
closaly link it to a multitude of other disciplines and organisational capabilities: strategy
management, project management, human resource management, accounting and
psychology, to name afew. It isused in amost al scientific disciplines, asit is a subset of
amost all human activities. Traditionally, performance management in an organisational
context has been divided into three levels. strategic, operational and individual
performance management. Thetraditional level at which performance management isused
inorganisationsistheindividua level. Individual performance management is perhapsthe
level with thelongest evolutionin history, asit mirrorsthelevel of organisational maturity.
In earlier times, organisations were loosdly defined, and their performance management

focus was based on individuals performing tasks as part of a group (Brudal 2010).

The assumptions of performance management are as follows:

e Individual performance can be managed by focusing on setting goals and
monitoring goa achievement and aligning development and rewards to individua
aspirations and potential to grow and or develop new skills;

e If individual performance can be raised, organisational performance can be raised;

18
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* HRpracticesaone areinsufficient to drive organisationa performance, though HR
contributes to developing able, engaged staff who will perform above expectation when

given the opportunity.

2.2.3 Definition of performance management

There are numerous definitions of performance management in literature, but they
correspond to a degree. Armstrong and Baron (2005:2) define performance management
“as a process which contributes to the effective management of individuals and teams in
order to achieve high levels of organisational performance’. Armstrong and Baron (2005)
go onto stressthat it is a strategy which relates to every activity of the organisation set in
the context of its human resource policies, culture, style and communication systems. The
nature of the strategy depends on the organisational context and can vary from organisation
to organisation. The definition of performance management by Armstrong and Baron
(2005) was used in this research because it shows the three dimensions — effective,

strategic and integrated — the aspects which are tested in the questionnaire in Appendix.

Performance management is also a systematic process for improving organisationa
performance by developing the performance of individuals and teams. It is a means of
achieving better results by understanding and managing performance within an agreed
framework of planned goals, standards and competency requirements. It is owned and
driven by line management (Armstrong 2009) because line managers contract
performance with employees (Armstrong 2006). Put differently, Armstrong 2009, defines
performance management as a process for establishing shared understanding about what
isto be achieved and how it isto be achieved, and an approach to managing and devel oping

people that improves individual, team and organisational performance. Performance
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management can also be described as a strategic and integrated approach to delivering
sustained success to organisations that focuses on performance improvement and
employee development (Armstrong 2009). As such, there must be a kind of negotiation
between the employee and his or her manager to find each other and come to an agreement
to ensure ashared understanding. This should be acommunication process which does not
happen once but should be a continuous process taking place a number of times through

the year.

Of the different views of performance management, the researcher supports Armstrong
and Baron’'s (2005) view which aligns individual objectives with organisational goals.
Armstrong and Baron’s view is broader in scope and conducive to organisational goal

achievement, fostering high performance.

The researcher supports the definition of performance management by Lockett cited in
Armstrong and Baron (2005) which defines performance management as the devel opment
of individuals with competence and commitment, working towards the achievement of
shared meaningful objectives within an organisation that supports and encourages their
achievement. The researcher supports this definition because of its al-inclusiveness as it

includes both the performer and the promoter.

Aguinis's (2013:2) definition of performance management is that “it is a continuous
process of identifying, measuring and developing the performance of individuas and
teams and aligning performance with the strategic goals of the organisation.” He further

considers each of the definition’s main components as:
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» Continuous process — performance management is ongoing. It involves a never-
ending process of setting goals and objectives, observing performance, and giving and
receiving ongoing coaching and feedback.

» Alignment with strategic goals - performance management requires that managers
ensure that employees’ activities and outputs are congruent with the organisation’s goals
and, consequently, help the organisation gain a competitive advantage. Performance
management therefore creates a direct link between employee performance and

organisational goals and makes the employees' contribution to the organisation explicit.

Thereisanarrow and broad definition of performance management — the former focusing
on “appraisal” and the latter on organisational performance which isthe focus of thisstudy

and isin line with the definition of Armstrong and Baron (2005).

Performance appraisal should be a subset of performance management (Werner et al.
2011:121). Aguinis (2013) supports this in that performance appraisa is the systematic
description of an employee’s strengths and weaknesses, thus, an important component of
performance management which is much more than just performance management.

Badenhorst-Weiss, et d, 2012, are also in agreement.

Performance management can be regarded as a proactive system of managing employee
performance for motivating individuals and organisations towards desired performance

and results.

Performance management is a system monitoring achievement of objectives which
requires certain behaviours (Van Rooyen 2006). Van Rooyen further states that if

achieving an objective requires behaviours that are not sanctioned by the culture,
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employees may experience persona dissonance which may lead to employees resisting
the achievement of certain objectivesif the required behaviours are seen as not supporting
the culture. From the above, it can be seen that understanding the cultural perceptions of
employeesis critical when implementing performance management systems or optimising

busi ness functioning.

Another definition of performance management (Mullins 2010) says it is a process that
brings together many aspects of people management. It concerns improvement at
individual, team, department and organisational levels. It aso involves staff development
as ameans of managing behaviour and attitudes. It logically followsthat if there are good
working relations, individuals and teams are more likely to perform well together than if

poor relations exist.

The Chartered Institute of Personnel and Development (CIPD, 2012) suggests that
performance management is concerned with establishing a culture in which individuas
and groups take responsibility for the continuous improvement of business processes and

their own skills, behaviours and contributions.

It isabout sharing expectations and managers can clarify what they expect individualsand
teams to do; likewise, individuals and teams can communicate their expectations of how

they should be managed and what they need to do their jobs.

It follows that performance is about interrel ationships and about improving the quality of
relationships between managers and teams, between members of teams and so on, and is

therefore ajoint process (Mullins 2010).
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Nelson and Quick (2008) see performance management as a process of defining,

measuring, appraising, providing feedback on and improving performance.

Armstrong (2009) describes performance management as a system consisting of
interlocking elements designed to achieve high performance. Within that system,
Armstrong further indicates that, performance management is carried out through the
process of planning, goal setting, monitoring, providing feedback, analysing and assessing

performance, reviewing, dealing with under-performance and coaching.

Werner et al. (2011) further state that Bacal (2003), presents a dlightly different

perspective. He describes performance management as follows:

The employee’s essential job functions

» How the employee’sjob contributes to the goals of the organisation
* What it means, in concrete terms, to do the job well

e How job performance will be measured

*  What barriers hinder performance and how they can be minimised and eliminated
* How the employee and the supervisor will work together to improve the

employee’ s performance.

According to Noe, Hollenbeck, Gerhart and Wright (2012), performance management is
a means through which managers ensure that employees activities and outputs are
congruent with the organisation’s goals. Managers need to know whether their employees
are performing their jobs efficiently and effectively. That is what a performance
management system does; it establishes performance standards that are used to evaluate

employee performance (Robbins & Coulter 2012).
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All these definitions are essentially the same as they all emphasis the systematic nature of
the process, its focus on the achievement of shared individual and organisational goalsand

the importance of the development of and support to the individual .

If the employees do not live the organisation’ s val ues and the positive behaviours coupled
with them, productivity will be negatively affected as they will not be honest and
accountable and will not work well. As such, productivity implies a concern both for

effectiveness and for efficiency (Robbins, Odendaal & Rood 2001).

Muchinsky, Kriel and Schreuder (2005) confirmed that, fundamental to effective
performance management is an integrated performance management system that provides
a framework within which the entire performance management process can be managed

and improved.

2.2.4 Purpose of performance management

Van Rooyen (2006) states that performance management is a process of tracking,
recognising and correcting behaviour to ensure effectiveness within a specific socia
system. He explained that, successful performance management systems usually include

aspects of individual recognition, development or training and correction or discipline.

Van Rooyen further stated that, Performance management has at |east three purposes:
e Aligning individual, team and departmental “outcomes’ to organisational
objectives/godls;

» Ensuring that staff know what they are expected to do; have the knowledge, skills,

experience, attitudes and behaviour to do it; do what is expected of them on time, meeting
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the required standard(s) in a given environment which places limitations on what can be
achieved;

» Directing training and giving rewards to drive organisational performance. This
requires the consistent application of performance management in which the line manager

plays acrucid role.

These purposes are the link between individual performance and organisational
performance - hence ashared understanding isrequired (the premisefor the “interpretivist”

approach to research).

Concurring with the above, Silverstein (2007) argues that most experts agree that a

successful system of performance management involves four basic components:

A clear organisational definition of performance

A training and development program that focuses on improving performance

An objective evaluation system to review employee performance

A method of recognizing and rewarding performance.

Cannell (as cited in Chartered Institute of Personnel and Development (CIPD), 2012),

advises that performance management should incorporate the following aspects:

» Performance improvement - throughout the organisation, for individual, team
and organisational effectiveness.
» Development - unless there is continuous development of individuals and teams,

performance will not improve.
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* Managing behaviour - ensuring that individuals are encouraged to behave in a

way that allows and fosters better working relationships.

Armstrong and Baron (2005) stressed that, at its best, performance management is a tool
to ensure that managers manage effectively; this means that they ensure the people or
teams they manage know and understand what is expected of them relative to
organisational goa achievement, have the skills and ability to deliver on these
expectations, are supported by the organisation to develop the capacity to meet these
expectations, are given feedback on their performance and have the opportunity to discuss

and contribute to individual and team aims and objectives.

The overall purpose of performance management according to Armstrong and Baron
(2005) isto contribute to the achievement of high performance by the organisation and its
people. High performance, Armstrong and Baron (2005) say, means reaching and
exceeding targets for the delivery of productivity, quality, customer service, growth,
profits and shareholder value. Specifically, performance management aims to make the
good better, share understanding about what is to be achieved, develop the capacity of
people to achieve it, and provide the support and guidance people need to deliver high
performance and achieve their full potential to the benefit of themselves and the
organisation. Performance management has the potential to improve the performance of
organisations and act as a lever to achieve cultural change. A focus on performance can
bring real rewards for organisations. Performance management can be the key or

mechanism for dialogue in an organisation (Fox 2006).

26



>

o

3

k<— J

UNIVERSITY FOR DEVELOPMENT STUDIES

i

www.udsspace.uds.edu.gh

Fox explained that, Performance is afactor of motivation and ability, that is, a person has
to have a certain degree of willingness to do the job, have a clear understanding of what
to do and how to do it, and should possess the necessary skillsfor task completion. Further,
individuals will not be effective unless they recelve organisational support and direction
and unless their work fits the needs of their organisational environment. Finaly,
individuals need to know not only what to do but also how well they are doing it on an
ongoing basis (feedback), and the decisions that affect their careers need to be validated

continuously (Fox 2006).

The main performance management role players are the line managers and their staff.
According to Armstrong (2009), performance management is what line managers do as
they are there to achieve results through people and therefore have to manage the
performance of their people. Line managers play a crucial role in each stage of the

performance management cycle.

The performance management system of Ghana Health Service seems to be in line with
theory, as can be seen from what performance management is concerned with (Armstrong
2009), principles of effective performance management (Armstrong 2009), best practices
in performance management (Armstrong 2009) and implementing strategic organisationa

performance management (Armstrong 2009).

In congruence with Armstrong and Baron (2005), Amos et al. (2008) describe
performance management as an approach to managing peoplefor goal achievement. Amos
et al. further state that it comprises a set of practices used by managers to plan, direct, and
improve the performance of employees in line with achieving the overal strategic

objectives of the organisation. Again this description of performance management isin
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line with that of Armstrong (2009). Armstrong and Baron (2005) and Amos et al. (2008)
further point out that the goal of a performance management system is to collaboratively
determineindividual work-related objectivesin accordance with organisational objectives,
review performance against the set objectives, and provide the employee with feedback as
a means of motivating the employee to achieve his or her full potential, to experience

satisfaction and commitment, and to contribute to organisational success.

To evaluate job performance effectively, Silverstein (2007) admits that a manager must
know what is important to measure. According to Armstrong and Baron (2005), the
assessment of performance starts with a retrospective analysis of results and the reasons
for the level of achievement reached. This provides the basis for two-way communication

regarding goals.

Results are assessed agai nst agreed objectivesthat are derived from the strategic objectives
of the organisation and are in line with the strategy of the organisation. Performance

management data are collected by means of a performance management system.

Because of the complexity of the system and the hostile feelings of the GHS employees
towards it, a question can be asked as to whether the current performance management

empowers management and staff to attain sectional and individual goals.

AsWan (2010) putsit, performance management seeks to motivate people at al levelsto
be willing and committed to use their skills and knowledge to produce excellent results
within their capabilities. This is important because to achieve improved performance is

one of the reasons for performance management.
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Verweire and Van den Berghe (2004) state that performance measurement and
performance management are vivid themes in the literature on management control which

comprises various tasks, including the following:

Planning the future activities of the organisation

» Coordinating the activities of the various members of the organisation
e Communicating information

e Evauating thisinformation

» Deciding on the actions to be taken

» Influencing people to adapt their behaviour according to the company goals.

2.2.5 Perfor mance planning, perfor mance management and perfor mance appraisal
Performance planning is the process of specifying goals at the beginning of the new
performance period, identifying the desired level of performance (standards) and gaining

employee commitment to perform as expected.

Performance management is the daily process of working towards the performance
expectations established in the planning phase. Together, the manager and employee
review performance on a periodic basis. If everything seems to be on track or results are
exceeding expectations, the manager uses positive reinforcement to maintain high levels
of performance. If it is lacking, the manager might need to coach the employee on ways

in which to correct the deficiencies.

Performance appraisal is merely an opportunity to review the performance of the past year

as agreed earlier by both the manager and the employee (McAfee & Champagne 1993
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sited in Mabona, 2013). Performance management needs a system to be effectively carried

out.

2.2.6. Theimportance of perfor mance management

Performance management is shaping what people say and do about the needs of the
organisation (Werner et al. 2011). The appeal of performance management in its fully
realised formisthat itisholistic: it pervades every aspect of running the business and helps
to give purpose and meaning to those involved in achieving organisational goals and

performance (Armstrong 2009).

According to Mone and London (2010), performance management is not afixed sequence
of events but a continuous process that is constantly renewing itself as performance
unfolds, especially as key events create opportunities to demonstrate expertise and
contribute to organisational goals. They further state that, done well, performance
management makes employees more competitive and engaged, enhances leadership
development, supports transformational change and, in genera, contributes to higher

levels of organisation performance (Mone & London 2010).

2.4 Performance Appraisal (PA)

Performance Appraisal (PA) is a mgor subject of controversy in management circles.
While business | eaders see the need for appraisal systems, they are frequently disappointed
in them. One of the responsibilities of management is to ensure that an organization
functions effectively and efficiently. In order to achieve these goal's, managers must be able
to determine and assess performance levels of both an organization and its individua

employees (Kurt 2004) as cited in Ackah, 2015.
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A performance appraisal (PA), also referred to as a performance review, performance
evauation by Muchinsky, and Career development discussion, or employee appraisal in
the view Manasa & Reddy; is a method by which the job performance of an employeeis
documented and evaluated. Performance appraisals are a part of career development and

consist of regular reviews of employee performance within organizations

According to Montather, (2014), Performance Appraisalsis the assessment of individual’s
performancein asystematic way. It isadevelopmental tool used for all round development

of the employee and the organization.

The performance is measured against such factors as job knowledge, quality and quantity
of output, initiative, leadership abilities, supervision, dependability, co-operation,
judgment, versatility and health. Assessment should be confined to past aswell as potential

performance al so.

Performance appraisal is a universal phenomenon in which the organization is making
judgement about one is working with and about oneself. It serves as a basic element of
effective work performance. Performance appraisal is essential for the effective
management and evaluation of staff. The focus of the performance appraisal is measuring
and improving the actual performance of the employee and also the future potential of the

employee.

Abu-Doleh & Weir, (2007) sees a performance appraisal as a systematic general and
periodic process that assesses an individual employee's job performance and productivity

in relation to certain pre-established criteria and organizational objectives.
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Some aspects of individua employees are considered as well, such as organizational
citizenship behaviour, accomplishments, potential for future improvement, strengths and

weaknesses, etc. (Muchinsky, 2006 and Broady-Preston & Steel, 2002).

Historically, PA has been conducted annualy (long-cycle appraisals); however, many
companies are moving towards shorter cycles (every six months, every quarter), and some

have been moving into short-cycle (weekly, bi-weekly) PA (Muchinsky, 2012).

Ghana Health Services (GHS) isresponsible for managing health services and staff within
public health institutions. As part of its human resources management responsibilities,
GHS has a procedure for evauating staff performance. Until 2006, GHS used the
standardized Civil Service forms and processes for conducting staff performance
appraisals. Desiring to focus performance appraisal more on performance improvement
and less on promotion, GHS devel oped its own performance appraisal process, which was
pilot tested in four regions. Whilst the Civil Service performance appraisal system was
conducted mainly by site managers and was supposed to be done yearly, the GHS new
performance appraisal system was designed to be conducted by service delivery or ward

managers (immediate supervisors) and to be completed every quarter (Ackah, 2015).

According to Ackah (2015), the main purpose of the GHS staff performance appraisa
(SPA) system was to streamline the use of the SPA as an effective tool for Human
Resources Management at al levels in the Health Sector. It is meant to encourage Health
Managers at various levels and locations to use SPA as atool for assessing output of staff,
identify training needs, and introduce efficiency in the use of Human Resources and to link

it to Career Progression and Promotions.
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At its core, the intent of a performance appraisal is that the previous year's work is
discussed, assessed, and graded, and then a new set of targets and objectives are planned
for the coming year. The appraisee/subordinate then needs to carry out these goals and

objectives.

As the appraisees goals and objectives are met, the appraiser/supervisor conducts a
performance appraisal, evaluating how well the subordinateis doing, and gives him/her the
appropriate rating. This assessment is discussed in the next performance review meeting

and the process begins again.

In his book “Human Resource Development: Theory and Practice”, Tapomoy, (2006)
emphasized that, performance appraisal must be a continuous process where the overall
mission and objective of an organization determines the basis for setting individual and
team objectives. It is based on those objectives that employees performance can be

effectively appraised for improved productivity in the organization.

2.4.1. Developmental Background of Performance Appraisal

The history of performance appraisal is according to Cawley, quite brief. Itsrootsin the
early 20th century can be traced to Taylor's pioneering Time and Motion studies. As a
distinct and formal management procedure used in the evaluation of work performance,
appraisal really dates from the time of the Second World War - not more than 60 years
ago. Performance appraisals have been increasingly implemented by most modern

organization as atool for employee assessment (Cawley, 1998).

Companies and researchers have increasingly stressed the use of employee evaluations
for motivational and organizational planning purposes. Indeed, for many companies
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performance appraisal has become an important tool for maximizing the effectiveness
of al aspects of the organization, from staffing and development to production and

customer service (Moats, 1999).

As Moats (1999) puts it, that shift of focus was accompanied during the 1970s, 1980s,
and 1990s by a number of changes in the design and use of appraisals. Those changes
reflected new research and attitudes about organizational behavior and theory.
Traditional appraisal systems were often closed, meaning that individuals were not
allowed to see their own reports. Since the mid-1900s, most companies have reected
closed evauations in favor of open appraisas that allow workers to benefit from

criticism and praise.

Another change in appraisal techniques since the mid-1900s has been a move toward
greater employee participation. This includes self-analysis, employee input into
eva uations, feedback, and goal setting by workers. Appraisal systems have also become
more results-oriented, which means that appraisals are more focused on a process of
establishing benchmarks, setting individual objectives, measuring performance, and
then judging success based on the goals, standards, and accomplishments. Likewise,
appraisals have become more multifaceted, incorporating a wide range of different
criteriaand approaches to ensure an effective assessment process and to help determine

the reasons behind employees' performance (Bodil, 1997).

Performance appraisals and standards have also reflected a move toward
decentralization. In other words, the responsibility for managing the entire appraisal
process has moved closer to the employees who are being evaluated; whereas past

performance reviews were often developed and administered by centralized human
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resources departments or upper-level managers, appraisalsin the 1990s were much more

likely to be conducted by line managers directly above the appraisee.

2.4.2 Staff Performance Appraisal in Ghana Health Service

In line with the Ghana Health sector common management arrangements for
implementation of the Health sector Medium-Term Development Plan 2014-2017, Ghana
Health Services (GHS) is responsible for managing health services and staff within public
health institutions. As a health department, its services require direct contact with clients
[patients] and this involves human life. Any recklessness or mistake on the part a health
worker in course of service delivery could result into aloss of human life. The successive
governmentsin recognition of the sensitive nature of thework of health workers have taken
the remuneration of health workers very seriously. Thus, alot is expected from the health
sector by both government and the citizenry. A concerted effort must therefore be made to
ensure sustained effective performance in the sector. This, the Service does by periodically

assessing or appraising the performance of its employees (Ackah, 2015).

2.4.3 Employee performance appraisal process/system prior to the introduction of

the new system in the Ghana Health Service

As stated earlier, Ghana Health Service completely disintegrated from the ‘ineffective
public service' appraisal system in 2006 (Ackah, 2015). Prior to this period, the Service
was also using the ‘standard’ appraisal tool designed for all public services in Ghana,
irrespective of the nature of service provided by the departments. Under this system of

appraisal, two sets of forms were designed; one for junior officers and the other for senior
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officers within the public services. As an operationa guideline, employees were supposed

to be appraised once every year (public sector commission 2010).

At the beginning of the year, the subordinate are expected to buy the appraisal form, fill it
in with the set objectives and present it to the immediate supervisor to endorse the form.
At the end of the year, the supervisor and the subordinate are expected to discuss the
objectivesvis-a-visthe actual performance of the subordinates. The next in command along
the same grade then endorses the fina report for onwards submission to the Regiona

Office for further submission to the head office.

2.4.4 The Operational deficiencies of the old system

A review of the old performance appraisal system by the public service commission in
2010 observed generally that, the appraisal system was not being executed effectively to
enableit accomplish its goals. The following were some of such constraints or deficiencies

associated with the old system.

a Theannual appraisa wasinefficient in the sense that, problems being encountered by an
employee during the year had to wait till the end of the year for it to be identified and
addressed. Thishad led to the repetition of operational mistakes throughout the year which

hamper the attainment of both individual and Service goals

b. Even the annual process was not being done regularly. Over 80% of employees, most

especially juniors, were not being appraised.
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c. The appraisal system was only linked to promotions other than enhancing performance.
It was only when employees were due for promotions that the appraisal forms are used,

sinceit isone of the requirementsto prove one’s eligibility for promotion.

d. Even the appraisals of few employees allegedly appraised were inefficiently done. The
appraisees [subordinates] fill in the forms themselves at the end of the year and send it for
just the signature and stamp of the superior officer. This led to discrimination and
favouritism being exercised by the superiors. Thus, the appraisal forms of the favourites
are endorsed while that of othersis rejected.

e. Dueto the manner in which appraisals were done, there was no feedback system.

2.4.5 The New Appraisal System

Asaremedy to the above outlined challenges with the old system, anew Staff Performance
Appraisa (SPA) system was devel oped by the Human Resource Development Directorate
(HRDD) of Ghana Health Service (GHS) in 2006 to replace the old. This was solely for
the appraisal of health workersin the country. The following are the premises on which the

new system was introduced, public service commission, 2010.

Under the Civil Service Performance Appraisal Process, staff were to be assessed once per
year. However, an evauation of this system in the first Pilot proved that very few staff
members ever underwent performance appraisal. Rather, staff who received invitations for
promotion interviews rushed to collect the forms and have their supervisors sign them,

Ackah, (2015). As aresult, objectives and achievements were noted retrospectively.
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The GHS-SPA process sought to remedy this problem by making the process routine. The
new process was supposed to be conducted quarterly, allowing staff to set objectives for
the coming quarter and monitor their achievements at the end of the quarter. The evaluation
showed that staff thought this system was helpful in that unlike the yearly appraisal, the
quarterly reviews enabled them to see if they were on track to achieve their objectives and,
if not, to develop other strategies so that they might improve their performance. However,
staff, supervisors and supervisors complained that this quarterly system was far too

cumbersome and time consuming, (Ackah, 2015).

Therefore, while yearly appraisals are inadequate, quarterly appraisals proved to be too
cumbersome. Consequently, the revised GHS-SPA system was based on an annua
performance appraisal with an abbreviated 6-month review. This system was to alow for
two formal meetings between staff and supervisors and to help staff assess their progress

and create new strategies if necessary.

2.4.6 Objective of the New Appraisal System

The revised GHS-SPA system in selected regions and districts ams to:

» Ingtitutionalize staff performance appraisal within the Human Resource
Management System, by also linking staff performance appraisal with other key
systems where possible (ensuring long-term sustai nability and effectiveness),

» Improve the monitoring and supervision mechanisms of the staff performance
appraisal system,

» Empower targeted supervisors with the necessary skillsto:
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A\

conduct an effective staff performance appraisal and provide them with staff

performance appraisal tools that are user friendly and effective,

A\

assess and improve individual staff performance,

A\

identify development and training needs, and

» link staff performance appraisal to career progression and promotions

2.5 Process of Performance Appraisal
Performance appraisal (PA) is planned, developed and implemented through a series of

steps asillustrated by Aquinas (2009) in figure 1 below and the subsequent sub-headings:

— Establishing performance standards

== Communicating standards and expectations

Measuring the a " 1al performance

Comparing with standards

Discussing results( Providing feedback)

— Decision Making - taking corrective action

Figure2.1: Process of Performance Appraisal
Sour ce: Aquinas (2009)
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2.5.1 Establishing Perfor mance Standar ds

The first step in the process of performance appraisa is the setting up of the standards
which will be used as the base to compare the actual performance of the employees. This
step requires setting the criteria to judge the performance of the employees as successful
or unsuccessful and the degrees of their contribution to the organizational goals and

objectives.

The standards set should be clear, easily understandable and in measurable terms. In case
the performance of the employee cannot be measured, great care should be taken to

describe the standards (Aquinas, 2009).

2.5.2 Communicating the Standards

Once s&t, it istheresponsibility of the management to communicate the standardsto al the
employees of the organization. The employees should be informed and the standards
should be clearly explained to them. This will help them to understand their roles and to
know what exactly is expected from them. The standards should also be communicated to
the appraisers or the evaluators and if required, the standards can also be modified at this
stage itself according to the relevant feedback from the employees or the evaluators

(Aquinas, 2009).

2.5.3 Measuring the Actual Performance

It is a continuous process which invol ves monitoring the performance throughout the year.
This stage requires the careful selection of the appropriate techniques of measurement,
taking care that persona bias does not affect the outcome of the process and providing

assistance rather than interfering in an employees work (Aquinas, 2009).
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2.5.4 Comparing the Actual With the Desired Performance

The actual performance is compared with the desired or the standard performance. The
comparison tells the deviations in the performance of the employees from the standards
set. The result can show the actual performance being more than the desired performance
or, the actual performance being less than the desired performance depicting a negative
deviation in the organizational performance. It includes recalling, evaluating and analysis

of data related to the employees* performance (Aquinas, 2009).

2.5.5 Providing feedback

The result of the appraisal is communicated and discussed with the employees on one-to-
one basis. The focus of this discussion is on communication and listening. The results, the
problems and the possible solutions are discussed with the am of problem solving and
reaching consensus. The feedback should be given with a positive attitude as this can have
an effect on the employees™ future performance. The purpose of the meeting should be to

solve the problems faced and motivate the employees to perform better (Aquinas, 2009).

2.5.6 Decision M aking
The last step of the process is to take decisions which can be taken either to improve the
performance of the employees, take the required corrective actions, or the related HR

decisions like rewards, promotions, demotions, transfers etc.

2.6 Objectives of Performance Appraisal

PA plans are designed to meet the needs of the organization and the individual. It is
increasingly viewed as central to good human resource management and could be
undertaken either for evaluating the performance of employees or for developing
them. The evauative purpose has historical dimension and is concerned primarily
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with looking back at how employees have actually performed over given time period,

compared with required standards of performance.

The developmental purpose is concerned with the identification of employee’s
training and devel opment needs (Aquinas, 2009). Fletcher (2008) gives an excellent

summary of the objectives of implementing an appraisal process.

The evauation is the starting point of the appraisal process. After this comes the reward
and encouragement of effort and ability. This may also involve telling someone that they
are doing badly. The systematic evaluation of training and devel opment needs allows the
measurement of the requirements of the job against the skills of thejob holder. Thisenables
the organisation to determineitstraining needs, both in the case of the employeein question
and the organisation overall. This process allows the organisation to gather data about staff
capabilities, which isessential to human resource planning. Finally, the appraisee and their
line manager agree the future agenda, specifically for the next appraisal period. This will
include key objectives for their post along with addressing training needs in terms of the
needs of the specific post, the individual's professional development needs and any other

training needs, if relevant (Fletcher, 2008).

Fletcher (2008) points out that employees will see themselves as benefitting if these
organisational objectives are met (i.e. they want to be properly rewarded, discuss
opportunities for development etc.). If appraisal does nothing else, it causes manager and
subordinates to get together and discuss the subordinate's performance. However, this
situation has the potential to be quite socialy uncomfortable and it only works if the

jobholder wants to be appraised. He further identifies three factors that are particularly
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important in determining whether the employee engages in the process to help meet the

objectives of appraisal.

They are:

e Theemployee's perception of the assessment as fair
o Thequality of the employee's existing relationship with the person / persons doing
the appraising

e Theimpact that the appraisal has on employee reward and their own well-being

Clearly, this presents arich agendafor occupational psychologists. Undoubtedly, appraisal
has a 'technical element’ in terms of how performance is measured. However, it isaso a

very social process.

Theoreticaly, appraisal isintended to be about the development of the appraisees, both in
terms of their professional development and in their role within the organisation. To
achieve this, Lauby (2013) beliefs that it is essential that the appraisal is about behaviour
rather than about personality or similar persond attributes. This is because a person can
change their behaviour, that is, it is within the control of the person. Persondlity is a
different matter and even if one were to argue that it can be changed, there are related
ethical issues. Personality appears to be stable during adult life. The two essentia issues
arethat appraisal is about behaviour, rather than personality and appraisal should be about

things which the individual can control.
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2.7 Challenges of Performance Appraisal

There are chances of opposition for valuation due to fear. If the evaluation system is poor,
it will not give adequate effect. Rater’s problems like leniency or harshness error, central
tendency error, persona bias error, contrast error are also affecting the performance
appraisal of an employee (Rasch 2004). Each employee should evaluate by his supervisor
and to discuss each other to set objectives for upcoming evaluation. This discussion should
cover the review of overall progress, problems encountered, performance improvement
possibilities, long term career goals, specific action plan about job description and
responsibilities, employee devel opment interest and needs, to concentrate specific areas of
development, to review performance objectives and performance standard, ongoing

feedback and periodic discussions.

Performance appraisals are important for staff motivation, attitude and behavior
development, communicating organizational aims, and fostering positive relationships
between management and staff. Performance appraisals provide aformal, recorded, regular
review of an individual's performance, and a plan for future development. In short,
performance and job appraisals are vital for managing the performance of people and

organizations.

2.7.1 Employees Perception of Appraisal Systems

Most employees have mixed feelings with performance appraisal systems. Whilst some
believe it carry some biases and largely fails to meet its objectives, others find it a means
to justify their performance (Rasch 2004). According to Rasch (2004), managers commit
mistakes while evaluating employees and their performance. Some of these biases are

perceived by employees as ways of unfairly interpreting their performances.
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Biases and judgment errors of various kinds may spoil the performance appraisal process.
Bias, according to Shelley (1999), refers to inaccurate distortion of a measurement. Moats
points out that, even when a performance evaluation program is structured appropriately,
its effectiveness can be diluted by the improper use of subjective, as opposed to objective,
measures.

Objective measures are easily incorporated into an appraisal because they are quantifiable
and verifiable. In contrast, subjective measures are those that cannot be quantified and are
largely dependent on the opinion of an observer. Subjective measures have the potentia to
dilute the quality of worker evaluations because they may be influenced by bias, or
distortion as aresult of emotion (Moats 1999). To overcome the effects of prejudice, many
organizations must train appraisers to avoid biases. McNamara (2000) identifies eight

common forms of biases discussed below:

2.7.2. First Impression (primacy effect)
This bias, according to McNamara occurs when raters form an overall impression about

the ratee on the basis of some particular characteristics of the ratee identified by them.

The identified qualities and features may not provide adequate base for appraisal.

2.7.3. Resistance

The appraisal process may face resistance from the employees and the trade unions for the
fear of negative ratings. Therefore, the employees should be communicated and clearly
explained the purpose as well the process of appraisal. The standards should be clearly
communicated and every employee should be made aware that what exactly is expected

from him/her (Byars and Rue, 2004).
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2.7.4. Fear

There are chances of opposition for vauation due to fear. If the evaluation system is
poor, it will not give adequate effect. Rater’ s problems like leniency or harshness error,
central tendency error, persona bias error, contrast error are also affecting the
performance appraisal of an employee (Rasch, 2004).

2.7.5. Halo Effect

In his words, Moats says the term "halo" stems from the distortion that the appraisee, like
an angel with ahao over itshead, can do no wrong. Thistype of bias, however, also applies
to foes of the rater, and may not job-related. The effect is particularly pronounced when
the appraisee is an enemy or very good friend of the evaluator. McNamara adds that the
individual’s performance is completely appraised on the basis of a perceived positive
quality, feature or trait. In other words thisis the tendency to rate a man uniformly high or
low in other traits if he is extra-ordinarily high or low in one particular trait. If a worker

has few absences, his supervisor might give him ahigh rating in al other areas of work.

2.7.6. Horn Effect
McNamara describes this bias as the situation where the individua’s performance is
completely appraised on the basis of anegative quality or feature perceived. Thisresultsin

an overall lower rating than may be warranted.

2.7.7. Excessive Stiffness or Lenience
Depending upon the raters own standards, values and physical and mental makeup at the
time of appraisal, ratees may be rated very strictly or leniently (Moats 1999) According to

Kurt (2004) some of the managers are likely to take the line of least resistance and rate
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people high, whereas others, by nature, believe in the tyranny of exact assessment,
considering more particularly the drawbacks of the individua and thus making the

assessment excessively severe.

The leniency error can render a system ineffective. If everyone is to be rated high, the
system has not done anything to differentiate among the employees. Moats Points out that,
leniency and strictness bias results when the apprai ser tends to view the performance of all
of his employees as either good and favorable or bad and unfavorable. Although these
distortions are often the result of vague performance standards, they may aso be the

consequence of the evaluator's attitudes.

2.7.8. Central Tendency

McNamara saysthisbias occurswhere appraisersrate all employees asaverage performers.
That is, it is an attitude to rate people as neither high nor low and follow the middle path.
According to Moats, the error of central tendency occurs when appraisers are hesitant to
grade employees as effective or ineffective. They pacify their indecisiveness by rating all
workers near the center of the performance scale, thus avoiding extremes that could cause

conflict or require an explanation.

2.7.9. Personal Biases

Shelley says the way a supervisor feels about each of the individuals working under him -
whether he likes or dislikes them - has a tremendous effect on the rating of their
performances. Personal Bias can stem from various sources as a result of information
obtained from colleagues, considerations of faith and thinking, socia and family

background and so on. Likewise, Moats judgesthat personal prejudice resultsfrom arater's
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dislike for a group or class of people. When that dislike carries over into the appraisal of

an individual, an inaccurate review of performance is the outcome.

2.7.10. Spillover Effect
McNamara in describing this bias says that the present performance is evaluated much on
the basis of past performance. “The person who was a good performer in distant past is

assured to be okay at present also” (McNamara 2000).

2.7.11. Recency Effect
In the case of this bias, rating is influenced by the most recent behaviour ignoring the
commonly demonstrated behaviours during the entire appraisa period. The recency effect
isacorollary of the natural tendency for raters to judge an employee's performance based
largely on his most recent actions rather than taking into account long-term patterns
(McNamara, 2000).

Asindicated, Moats Corroborates McNamara' s position on the nature of these biases, and
further identifies aninth biaswhich McNamarafailed to indicate. Moats cal | s thisthe cross-
cultural bias, which he describes as the consequence of an evaluator's expectations about
human behavior. Those expectations often clash with the behavior of appraisees who have
different beliefs or cultural values.

Gabris & Mitchell (2000) have reported a disruptive biasin performance appraisal known
as the Matthew Effect. It is named after the Matthew of biblical fame who wrote, "To him
who has shall be given, and he shall have abundance: but from him who does not have,
even that which he has shall be taken away." According to Gabris & Mitchell, in
performance appraisal the Matthew Effect is said to occur where employees tend to keep

receiving the same appraisal results, year in and year out. That is, their appraisal results
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tend to become self-fulfilling: if they have done well, they will continue to do well; if they
have done poorly, they will continue to do poorly. The Matthew Effect suggests that no
matter how hard an employee strives, their past appraisal recordswill prejudice their future
attempts to improve (Gabris & Mitchell 2000).

In addition to bias, Moats (1999) contends that flaws in the execution of an appraisal
program can be destructive. Moats cites the example of managers downgrading their
employees because high performance reviews would outstrip the department's budget for
bonuses; or, some managers using performance appraisals to achieve persona or

departmental political goals, thus distorting assessments.

2.8 Limiting the Effects of Supervisory Bias
McNamara suggests reasonabl e steps which can be taken to limit the effects of supervisory
bias.

a) Awareness Training: Supervisors need to be informed of the types of subtle bias
that can interfere with their performance as appraisers. They need to understand
that the in group/outgroup bias, for instance, reduces the morale and motivation of
their subordinates.

b) Developing Poor Performers: Incentives, financial or non-financial, may be
offered to encourage supervisors to make specia efforts to help poor performers
improve. Supervisory appraisals, for example, might stress the importance of
working with poor performers to upgrade their performance. The possibilities are
extensive.

¢) Counsdling, Transfer, Termination: There is always the possibility that an

employee who receives poor appraisal resultsisin fact a chronic poor performer.
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No employer is obliged to tolerate poor performance forever. Consistently poor
appraisd results will indicate a need for counseling, transfer or termination. The

exact remedy will depend on the circumstances (McNamara, 2000).

2.8 Performance Appraisal Techniques
As Moats (1999) points out, different performance appraisal techniques can be classified

as either past-oriented or future-oriented.

2.8.1. Past-Oriented Techniques

According to Moats, past-oriented techniques assess behavior that has aready occurred.
They focus on providing feedback to employees about their actions, feedback that is used
to achieve greater success in the future. Moats presents techniques under this form as

discussed below:

Rating Scales and Checklists: According to Moats, some of the traditional forms of
performance appraisals such as rating scales and checklists remain popular despite their
inherent flaws. They entail an assessor providing a subjective assessment of an individual's
performance based on a scale effectively ranging from good to bad or on a checklist of
characteristics. Typically, basic criteria such as dependability, attitude, and attendance are
listed. The obvious advantage of these techniques is that they are inexpensive and easy to
administer. Primary disadvantages include the fact that they are: highly susceptible to all
forms of bias; often neglect key job-related information and include unnecessary data;
provide limited opportunities for effective feedback; and fail to set standards for future
success. Furthermore, subjective techniques such as rating scales are vulnerable to legal

attack.
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Behaviorally Anchored Rating Scales (BARS): According to Moats afairer approach to
performance appraisal isbehaviorally anchored rating scales (BARSS), which are designed
to identify job-related activities and responsibilities and to describe the more effective and
less effective behaviors that lead to success in specific jobs. The rater observes a worker
and then records his or her behavior on aBARS. The systemis similar to checklist methods
in that statements are essentialy checked off as true or false. Moats points out however
that, BARS differ in that they use combinations of job-related statements that allow the

assessor to differentiate between behavior, performance, and results.

Forced-Choice Appraisals

Forced-choice appraisals consist of a list of paired (or larger groups of) statements.
According to Moats the statements in each pair may both be negative or positive, or one
could be positive and the other negative. The evaluator is forced to choose one statement
from each pair that most closdly describes the individual He contends that Forced-choice
appraisals aretypically easy to understand and inexpensive to administer, but they lack job

relatedness and provide little opportunity for constructive feedback.

Critical Incident Evaluation Techniques

Critical incident evaluation techniques require the assessor to record statements that
describe good and bad job-related behavior (critical incidents) exhibited by the employee.
According to Moats, the statements are grouped by categories such as cooperation,
timeliness, and attitude. An advantage of thissystemisthat it can be used very successfully
to give feedback to employees. Furthermore, it is less susceptible to some forms of bias.

On the other hand, critical incident assessments are difficult because they require ongoing,
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close observation and because they do not lend themselves to standardization and are time
consuming (Kurt 2004).

Field Review Appraisal Techniques: Field review appraisal techniques entail the use of
human resource professional's to assist managers in conducting appraisals. Moats says that
the specialist asks the manager and sometime coworkers guestions about an employee's
performance, records the answers, prepares an evaluation, and sends it to the manager to
review and discuss with the employee. This type of system improves reliability and
standardization because a personnel professiona is doing the assessment. For the same
reason, it is less susceptible to bias or to legal problems. But field reviews are generaly
expensive and impractical for most firms, and are typically utilized only in specia

instances to counteract charges of bias, for example (McNamara 2000).

2.8.2. Future-Oriented Techniques

In contrast, Moats says that future-oriented appraisal techniques emphasize future
performance by assessing employees' potential for achievement and by setting targets for
both short- and long-term performance. He discusses these forms of techniques as
presented below:

Management by Objectives (MBO) Approach

M oats describes this technique as usually goal oriented. In MBO, managers and employees
work together to set goals with the intent of helping employees to achieve continuous
improvement through an ongoing process of goal setting, feedback, and correction. As a
result of their input, employees are much more likely to be motivated to accomplish the
goals and to be responsive to criticism that arises from subsequent obj ective measurements

of performance (McNamara 2000).
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Assessment centre evaluation

Moats refers to this as a more complex assessment method that is usually applied to
managerial or executive prospects. It is a system of determining future potential based on
multiple evaluations and raters. Typically, agroup meetsat atraining facility or evauation
site. They are evaluated individually through a battery of interviews, tests, and exercises.
In addition, they are evaluated within a group setting during decision-making exercises,
team projects, and group discussions. Psychologists and managers work together to
evduate the employees future management potential and to identify strengths and

weaknesses (Bodil, 1997).

Psychological tests
Psychological tests are amuch lessintricate method of determining future potential. Moats

says they normally consist of interviews with the employee and his supervisors and
coworkers, aswell asdifferent types of tests and evaluations of intellectual, emotional, and
work-related characteristics. The psychologist puts his or her findings and conclusionsin

areport that may or may not be shared with the employee.

Sdf-Appraisal
Another appraisal technique included in the future-oriented category is self-appraisal,

which entails employees making evaluations of their own performance. According to
Moats athough self-assessment techniques may aso be coordinated with past-oriented
evauations, they are particularly useful in helping employees to set persona goals and
identify areas of behaviors that need improvement. The advantage of such appraisas,

which may be relatively informal, is that they provide an excellent forum for input and
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feedback by superiors. In addition, they allow supervisors to find out what employees

expect from themselves and from the organization or department (Bodil 1997).

In addition, Bodil suggests that evaluators often combine various future- and pastoriented
techniques, forming hybrid approaches to performance appraisal. According to Kurt
(2004) using several different technigques enables managers to measure both behavior and
results and to set goals for employees to improve their performance and to increase their
motivation. For example, an evaluator might use both the BARSs and MBO techniques to

reap the benefits of both and compensate for the drawbacks of each.

Chopek (2003) from a different angle discusses the following four methods in order to
provide examples of current methods in use and to illustrate the varying complexity of
available methods.

The Balanced Scorecard

Chopek defines this as a process that focuses on clarity and is useful in evaluating both
internal processes and external results. The balanced scorecard focuses on four key
perspectives in which individual assessments take place and are then combined to provide

an overall assessment.

2.9 Developing Employee Perfor mance Appraisal Plans (EPAP)

According to Wesley (2003), regulatory requirements for planning an employee's
performanceinclude first establishing the elements and standardsin their EPAP. An EPAP
outlines the specific elements and standards that the employee is expected to accomplish
during the rating cycle. Wesley points out that performance elements and standards should

be measurable, understandable, verifiable, equitable, and achievable. In addition, EPAPs
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should be flexible so that they can be adjusted for changing program objectives and work
requirements.

Elements

According to Wesley elements established in appraisal plans should all be considered
critical. Through these elements, employees are held accountable as individuals for work
assignments and responsibilities of their position. A critical element is an assignment or
responsibility of such importance that unsatisfactory performance in that element aone

would result in a determination that the employee’ s overall performance is unsatisfactory.

Standards

The performance standards, according to Wesley (2003) are expressions of the
performance threshold(s), requirement(s), or expectation(s) that must be met for each
element at a particular level of performance. Kurt (2004) says they must be focused on

results and include credible measures such as:

Quality

This addresses how well the employee or work unit is expected to perform the work and/or
the accuracy or effectiveness of the final product. It refers to accuracy, appearance,
usefulness, or effectiveness. Measures can include error rates (such as the number or
percentage of errors alowable per unit of work) and customer satisfaction rates

(determined through a customer survey/feedback).
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Quantity
This addresses how much work the employee or work unit is expected to produce.
Measures are expressed as a number of products or services expected, or asageneral result
to achieve.

Timeliness
This addresses how quickly, when, or by what date the employee or work unit is expected

to produce the work.

Cost-Effectiveness

This addresses savings or cost control. These should address cost-effectiveness on specific
resource levels (money, personnel, or time) that can generaly be documented and
measured. Cost-effectiveness measures may include such aspects of performance as
maintaining or reducing unit costs, reducing the time it takes to produce or provide a
product or service, or reducing waste (Wesley 2003).

2.10. Theories of Performance Appraisal

Performance appraisal interviews remain central to how employees are scrutinised,
rewarded and sometimes penalized by managers. But they are also often castigated as
ineffective, or even harmful, to both individuals and organisations. Exploring this theories,
we highlight the influence of the Equity, Goa setting and Expectancy theories on the

practice or malpractice of performance appraisal.

The Equity Theory: In the 1960s, John Stacey Adams, a behaviora psychologist,
developed the equity theory. Thistheory describes the rel ationship between the perception

of fairness and worker motivation. People typically vaue fair treatment. Successful
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entrepreneurs recogni ze thisand structure their small-businessworkpl ace to reward people
according to their contributions. The equity theory, developed by John Stacey Adams, says
that satisfaction is based on a person's perception of fairness. Applying this theory when
conducting a company's performance appraisals involves balancing the assessment of an
employee's contribution to his job with the compensation and other rewards associated
with his success. In general, highly-paid and rewarded employees tend to be the most
motivated to continue performing well on the job. They also recognize that people have
needs. Other theories help explain how to understand these needs. Psychologist Abraham
Maslow’s need-hierarchy theory, developed in the 1940s, states five levels of persona
needs. physiological, safety, belonging, esteem and self-actualization. Business school
professor Victor Vroom devel oped the expectancy theory in the 1960s, demonstrating that
motivated employees produce more. Behaviorist B. F. Skinner also worked in the 1960s
to understand how reinforcement works. He concluded that negative reinforcement leads
to negative outcomes. Effective small-business managers can apply these observations to
managing performance by motivating their employees through positive reinforcement and

appraising them fairly on at least an annual basis.

Goal setting theory: thishad been proposed by Edwin Lockein the year 1968. Thistheory
suggests that the individual goas established by an employee play an important role in
motivating him for superior performance. This is because the employees keep following
thelr goals. If these goals are not achieved, they either improve their performance or modify
the goals and make them more realistic. In case the performance improves it will result in

achievement of the performance management system aims (Salaman et al, 2005).
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Expectancy theory: this was proposed by Victor Vroom in 1964. This theory is based on
the hypothesis that individuals adjust their behavior in the organization on the basis of
anticipated satisfaction of valued goa's set by them. The individuals modify their behavior
in such away which ismost likely to lead them to attain these goals. This theory underlies
the concept of performance management as it is believed that performance is influenced

by the expectations concerning future events (Salaman et al, 2005).

2.11 Conceptual Framework

The conceptua framework of the study is presented in the Figure 2.2 below.

Process ofPerformance Setting performance Communicating standard
Appraisal Standard Set to employees

/

_ Comparing performance
Measuring performance with standard
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Discussing results & taking

Action

Impact on employee

Performance:

Figure 2.1 Conceptual Framework

Sour ce: Author’s own construct, 2016

Each of these individual components help to achieve the desired effect on the employee.
As elaborated by Fletcher (1994), the objectives of the appraisal scheme should be

determined before the system is designed in detail. The objectives will to a large extent
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dictate the methods and performance criteriafor appraisal so they should be discussed with

employees, managers and trade unions to obtain their views and commitment.

Performance appraisal follows a systematic process to ensure that results are achieved.
Having established the process of carrying out the appraisal, there is the need to set the
performance standard and communicate these standard set to employees. At scheduled
intervals employee performance is measured and compared to the set standard. To achieve
the desired impact on the performance of employees, results are anal ysed and the necessary

action taken to address weaknesses.

Weaknesses in any of the components affect the attainment of the desired results. For
example, failureto set theright performance standardsthat are aligned to the organizational
objectives will have anegative effect on the performance expected of the employee. Again,
without taking the necessary action after measuring performance the same weaknesses will

continue to exist.

2.10 Conclusion of literaturereview
From the literature review, it can be seen that performance management is highly

important to both employer and employee.

Each employee should be evaluated by his supervisor and to discuss with each other to
set objectives for upcoming evauation. This discussion should cover the review of
overall progress, problems encountered, performance improvement possibilities, long
term career goas, specific action plan about job description and responsibilities,

employee development interest and needs, to concentrate specific areas of devel opment,
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to review performance objectives and performance standard, ongoing feed-back and

periodic discussions.

Performance appraisals are important for staff motivation, attitude and behavior
development, communicating organizational aims, and fostering positive relationships
between management and staff. Performance appraisas provide a formal, recorded,
regular review of an individual's performance, and a plan for future development. In
short, performance and job appraisals are vital for managing the performance of people

and organizations.

It is important for the employer to understand how the employees contribute to the
achievement of the overall objectives of the organisation. The performance management
system enables the organisation to know how the employees perform, discovering those
who add most and those who add |east value to the organisation. It alows the organisation
to undertake athorough assessment of the training and devel opment needs of its employees
and set development plans and gives the opportunity of using the results of the

performance management process to shape an individual’ s remuneration.

For the employee, the performance management process provides transparency over the
performance, provides a background for documenting performance i ssues and can be used
to consider future career devel opment requirements. An organisation’s choice of whereto
focusitsattention in relation to performance management may, in part, determineitsfuture

and can certainly guide its culture (Armstrong 2009:2).

The following benefits of performance management could be identified:
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* It digns organisationa activities and processes to the goals of the
organisation.

» Itfocuseson results.
* |t produces meaningful measurements.

* |t promotes a system-wide, long-term view of the organisation.

Mullins (2010:515) states that performance management is how the various people
management policies are integrated to support organisational performance.
Performance review is one aspect of this, and an effective scheme, therefore, offers a

number of potential benefits to both the individual and the organisation:

* It can identify an individual’s strengths and areas of development and
indicate how such strengths may best be utilised and weaknesses overcome.

* It can help to reveal problems that may be restricting progress and causing
inefficient work practices.

» It can develop a greater degree of consistency through regular feedback on
performance and discussion about potential. This encourages better
performance from staff.

* It can provide information for human resource planning, to assist succession
planning and talent management, and to determine suitability for promotion
and for particular types of employment and training.

* It can improve communication by giving staff the opportunity to talk about

their ideas and expectations and how well they are progressing.
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CHAPTER THREE

3.0RESEARCH METHODOL OGY

3.1 Introduction

This chapter outlines the research methodology and methods and is concerned with the
choice of appropriate methodology by which the validity of the research was judged. As
previously discussed, this research was developed on the basis of aliterature review. The
purpose of the chapter is to describe the research method used to answer the research
guestion. The methodology includes research philosophy, method and data anaysis

(Eriksson & Kovalainen 2008).

3.2.0 Study Area

3.2.1 Digtrict Profile

The Kassena-Nankana West District (KNWD) was carved out of the Kassena-Nankana
Municipal in 2008 The District lies within the Guinea Savannah woodland of Ghanaand it
bordersthe Builsaand SissalaDistrictsin the South West and the West respectively, Bongo
and Bolga Didtricts in East and North-East respectively, Burkina Faso in the North and

Kassena-Nankana Municipal in the south.

The 2014 Ghana statistical service report indicate that, the Population of the District is
mostly rural about 90% with sparse settlement pattern with closely knit extended families
living in the same compound. It has a population of 74,120, with nine (9) sub districts, in
112 Communities, 1 hospitd, 6 health centres, 2 private clinics, 30 earmarked CHPS Zones

and 26 Functional CHPS Zones (District Annual Report, 2014).
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There are two main climatic seasons-a short rainy season, with an average rainfall between
850-1000 mm. The peak rainy season lasts from June to September, during which many
communities are inaccessible due to floods. The dry season lasts from October, to May
with the harmattan winds peaking in January and February, with a temperature range of
20°C to 40°C. The District covers an area of approximately 1658sgkm. The average
number of people living in a compound is ten unlike other Regions in Ghana, the sparse
settlement and no compact villages makes health service delivery often difficult, GDHS,
2014. There are two main ethnic groups; Kassenas who speak Kassim and Nankanas who

Speak Nankam.

Agriculture is the magjor occupation with over 70% of the labour force. The main
occupation especialy in the rura areas is farming. They practice dry season farming in
gardens at the available damps, streams and hand dag wells, which mostly dries up in the
dry season. Crops cultivated include millet, maize, sorghum, groundnuts, tomatoes, onions,
beans and soya beans. They farm in small scale garden eggs, cabbage, lettuce, green
pepper, among others which serves as afamily source of income. However, there are other
occupations such as animal husbandry and petty trading (District Annua Report, 2014).
There are no larger scale industries existing within the District. One other major economic
activity in the district is the retail business. This is because custom and tradition tend to
regard these occupations as the preserve of males. There is high outward migration in the
district which has very serious consequences on the development of the district i.e. loss of

productive labour force, (GDHS, 2014).

The major town road leading to Burkina Faso istarred while therest are not, with most

of them non- engineered and become unusable, especially in the rainy season.
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Thedistrict hasrich natural resource base ranging from socio-cultural characteristics of the

people, the agricultural base, tourism, political and administrative structures that alow for

the participation and democratic procedures to realize the developmenta goals and

objectives of the district. The district has sixty (60) assembly members elected and

appointed with 46 electora areas. It has four paramountcy’s, Paga, Sirigu, Mirigu and

chiana. See District Map in the appendix I11.

4]
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Source: DHA annual report, 2014

3.2.2 Human Resource for Health

The district has total staff strength of two hundred and seventy-five (294) staff with 28 of

themin various schoolsfor further studies. Thisis made up of skilled and Non-skilled staff.

One of the main challenges of the district isinadequate human resource, especiadly critical

staff e.g. Doctors, Physician Assistants, midwives, disease control, dispensary technicians

and laboratory technicians among others. Below is the breakdown of staff in the District.
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Table 3.2: Categories of Staff

Category Number
Number of Doctors 1
Number of Physician Assistants 6

Number of Nurses (all categories)

193(16 in School)

Number of midwives

19 (3in school)

Health Assistants 17(3in school)
Public health nurses 1

Disease control officers 9

Health information officers/ Nutrition officers 7

Accounts personnel/administrative staffs 8

Laboratory technol ogist/assistants 8

Dispensary technicians/assistants 5

Stores 3(1in school)
Drivers 4

Labourers 10

Security personnel/Watchman 3

Total 294 (28 in schoal)

Source: DHA annual report, 2014

3.3 Resear ch Strategy

Accordingto Yin (2003), there are several ways of conducting asocial science research.

The strategies Yin describes are the case study, experiments, surveys, histories and an

archival anaysis.

The researcher employed the case study as his research strategy. ThisisbecauseasYin

(2003) points out, the case study is away to explore an empirical subject by following
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a set of pre-specified activities and procedures. The case study method permits

researchers to maintain the holistic and meaningful characteristics of rea-life events.

A caseisseen asastudy of aparticular social unit or system (inthisinstance, GhanaHealth
Service, Kassena Nankana West District ) which is “bounded” and studied in its natural
setting as a whole, for example, a geographical area, an institution or a unit (Richards &
Morse 2013); data are collected from a small number of cases selected to inform a
particular issue and that are thoroughly described; coding and summarising data are
focused by prior questions or theory to inform detailed understanding and comparison by
contextual analysis of factors, events or conditions of interest (Richards & Morse 2013).
The case study uses different sources of data (e.g., company records/documents),
observation (manager) and data collected via interviews or a survey (Richards & Morse
2013). In-depth data are gathered, focusing on the particular problem (in this instance,
effects of performance management system in KNWD) and analysing all data obtained
from that particular case in context, within the identified boundaries (Richards& Morse

2013).

3.4.0 Sources of Data
The researcher collected data from primary sources. The primary data was collected
through the use of questionnaires that will be administered by the researcher to staff of

institution being used for the study.

3.4.1 Primary Data
Primary data constitute original data collected from original sources. The respondents of
the current study constitute the origina sources from where the data were collected. It is

primary because the data has not been used before.

66



>

o

3

k<— J

UNIVERSITY FOR DEVELOPMENT STUDIES

i

www.udsspace.uds.edu.gh

3.5 Study design
The purpose of this study is to explore performance management systems with special
attention to the performance appraisa in the Ghana Health Service. This considers the
perceptions and experiences of the staff about the performance apprai sals management and
its associated challenges. This research used a cross sectional descriptive study, for which
guantifiable data is required. Descriptive study as a research method permitted the
researcher to explore and describe the phenomena (Brink and Wood, 1988, as in Whelan,
2009) and enabled the researcher to provide a cohesive summary of issues or events as
described by the participants (Sandelowski, 2000). It allows the researcher to explore
individuals or organizations, simple through complex interventions, relationships,
communities, or programs (Yin, 2003) and supports the deconstruction and the subsequent
reconstruction of various phenomena. Thus, this research adopts descriptive research
method due to the followings:
e This research only attempts to give descriptive information that is needed to
address  theresearch problem.
e Thisresearch would be able to describe a phenomenon more clearly by offering
the profile of the factors.
e Descriptive research has the advantage of determining the extent of differences
in the perceptions, needs, attitudes and characteristics of different groups who

participated in the survey.

The research design is a descriptive research using quantitative method. The design

required that the researcher employs the quantitative research methods in a single study to
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collect and analyse data, and report research findings. In this study, quantitative methods
was used to collect data from health care workers. The data was collected between April
and May 2016. Triangulation was done during data collection, anaysis, interpretation and

discussion of the results.

3.5.1 Quantitative M ethod

Quantitative research is a structured way of collecting and analyzing data obtained from
different sources. Quantitative research involves the use of computational, statistical, and
mathematical tools to derive results. It is conclusive in its purpose as it tries to quantify
the problem and understand how prevalent it isby looking for projectable resultsto alarger

population, (Babbie 2010).

According to Given (2008), quantitative research is the systematic empirical investigation
of observable phenomena via statistical, mathematical or computational techniques. The
objective of quantitative research isto develop and employ mathematical models, theories
and hypotheses pertaining to phenomena. The process of measurement is centra to
quantitative research because it provides the fundamental connection between empirical

observation and mathematical expression of quantitative relationships.

The quantitative research approach was used because of the main strengths: generating
precise, quantitative, numerical data from large survey sizes. Furthermore, the findings
arereliable and can be generalised and replicated on many different popul ations (Maxwell

& Delaney 2004).

Mohd (2014) stated that, ‘ This approach to investigating human and social behaviour

originated as a reaction to metaphysical speculation’. Thus, this paradigm suits the need
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of this research because it can provide an objective, value free coverage of a range
situation in GHS. The objectives of this research, however, were largely directed at
understanding the effects of performance appraisal system of GHS inthe KNWD. For this
reason only the quantitative approach is being applied in this research.

The study population comprised of health care workers (doctors, physician assistants,
professional nurses and other health personnel) from the health facilities and district health

administration in the district.

A total of 120 respondents were selected to participate in the study. This represented staffs

who met the inclusion criteria of the target population.

The data was collected using self-administered questionnaires. The current practice used
to measure performance of health care workers was assessed using ten questions. The first
part captures the background information of staff and the last part calls for suggestions for
improvement. The process employed eight questions, based on a five-point Likert scale.
The respondents were required to indicate their level of agreement with any of the five
points on the Likert scale and aresponse of yes or no for some of the questions. These eight
guestions elicited information regarding; knowledge of appraisal system of GHS staffs,
relevance of appraisa system in identifying employees strengths and weaknesses,
consistency of appraisal process with GHS's rules and regulations, existence of
programmes to address weaknesses and reward performance, beliefs, attitudes and
perception of appraisees and appraisers, appraisal process, strengths and weaknesses of

staff performance appraisal system and challenges of staff performance appraisal system.
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3.6 Study Population

Bryman and Bell (2003), suggest that a population is the whole group that the research
focuses on. The survey pool was made up of medical staff, nursing staffs, administrative
staff, paramedical staff and some auxiliary staff at of the KassenaNankanaWest District
who met the inclusion criteria. This covered 82 nurses (al category), 11 technica
officers, ldoctor, 5 physician assistants, 6 nutrition officers and 15 other health

personnel, totaling 120. The said figure covers all staffsin the district.

3.7 Sample Size
The views of staff employed by GHS were necessary to study the phenomenon in
guestion; hence, a quantitative method was implored to collect data. De Vos €.
al. (2002) argue that the population and size of sample should be inversely related.
Consequently, a large population would require a smaller percentage of that
population. However, arelatively small population would need areasonably large
percentage of the population to draw representative and accurate conclusions and
predictions. The intention of the researcher was to gain an insight into the
perception of staff on the performance appraisal system, hence, the need to choose
personnel who were well versed with the process and have at least gone through

one cycle of an appraisal in the Ghana Health Service.

Inal 120 employees out of the 266 acrossall health facilities and health directorate met
the criteria in the district and participated in the research. The total population was
approached and a sample was not applicable. This was because every staff that met the
criteriawas eligible and it was aso driven by the desire to learn in detail and in depth

about experiences of individuals.
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3.8 Sampling Techniques

There are two key sampling methods, probability sampling and non-probability sampling
(Bryman and Bell, 2007). According to Churchill and lacobucci (2004, p. 324), probability
sampling means that “each population element has a known, non-zero chance of being
included in the sample”, while, when using non-probability sampling, “there is no way of
estimating the probability that any population element will be included in the sample”. In
other words, when using probability sampling, the probability of each of the units on the
population being selected is known, and that it is more likely leads to a representative
outcome, since it keeps sampling error to a minimum (Bryman and Bell, 2007). However,
with non-probability sampling, the probability of each of the units in the population being
selected is not known and thereis ahigher chance for some units of the population to bein
the sample than others (Bryman and Bell, 2007).

The sample methods employed in this study was the non-probability sampling methods.
Criterion Purposeful sampling was used in order to gain extensive information in relation
to the purpose of the study. According to Ogah (2013:130), “purposive sampling decisions
are influence not only the selection of the participants but also settings, incidents, events
and activitiesfor data collection”. This methods was used as specific category of staff, thus
those who have gone through one cycle of an appraisal process in the GHS were eligible
(Ogah, 2013). Staff members were expected to be employees of GHS who would have
been most informed about the mission, core vaues performance management and
performance appraisal of the GHS. Thiswasto provide asocial context within which ideas
were formed and decisions made around their performance appraisal process and in their

work environment that was relevant to this research work.
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To further ensure that, data collected was rich and without or minimal bias, respondents
needed to meet the following criteria:
Inclusion Criteria
i.  Hedth staff in the district, who have been working with the service for at least
eighteen months at the time of the study were included in the study.
ii. Hedth Staff who at the time of this study had gone through one cycle of staff

appraisal with the service in the KNWD were included in the study.

Exclusion Criteria

i.  Hedlth staff in the district, who have worked with the service for less than el ghteen
months at the time of the study were excluded in the study.
ii.  Health Staff who at the time of this study did not go through one cycle of staff

appraisal with the service in the KNWD were excluded in the study.

The entire population was approached and those who met the criteria and were eligible

reduced to 120 respondents as shown in table 3.3 below:

Table 3.3: Profile of respondents

Respondent type Number
Facility in charges/managers 9
Doctor 1
Nutrition officers 3
DHMT staff 5
Physician Assistant 5
Nurses (All category) 82
Other support staffs 15
Total 120
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3.9. Data collection procedure

Prior to data collection, the questionnaire was pre-tested. The pre-testing of the
guestionnaire was done by issuing the questionnaire to five experts (human resource
managers, public health specialists, a statistician and promoters) as well as 8 experienced
health care workers. Minor modificationsin the wording of items on the questionnaire were
necessary. The researcher delivered the questionnaires with the help of trained research
assistants. The reasons for undertaking the research were explained to the respondentsin a
letter. Written consent was obtained from all the respondents. The questionnaires were left
with the respondents to complete. After three days the completed questionnaires were
collected from the respondents and some given to the facility in charge for onwards

delivery.

3.10. Data processing and Analysis methods

The Statistical Package for Socia Sciences (SPSS) version 21 and Microsoft Excel (2010)
were used. The Microsoft Excel (2010) was used to plot the charts. The filled
guestionnaires were checked for completeness, coded, entered in the computer and
andysed using the Statistical Package for Social Sciences (version 21.0). Statistical
calculations were done using descriptive statistics. The categories “strongly disagree” and
“disagree” aswell as the categories “strongly agree” and “agree” were combined for data
presentation and i nterpretation to mean “disagree” and “agree” respectively. The categories
“yes, no, no idea and sometimes were also interpreted as “yes and no” The results are

presented in tables and figures. Data was presented in tables, charts and graphs for
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interpretation and analysis, based on frequency distributions, percentages, and descriptive

andysis on the variables under study

During analysis, quantitative applications were used to determine frequencies on the basis
of the number of individual participants who mentioned a particular theme, rather than the

number of times atheme appears in atext (Saldafia 2013).

3.11. Resear ch Ethics

Upon approval of the proposal, ethical clearance wasfirst sought from the university, were
an introductory letter introducing the student to Regiona Health Directorate, Upper East
Region was given to the student. An application was written and attached to the
introductory letter and presented to the Regional Health Directorate seeking permission
and clearance to conduct data collection in KNWD. Thiswas approved at both the region

and district levels.

The necessary protocols including appropriate introduction of student and data collectors
was observed at each of the study sites. Moreover, informed consent was sought from

respondents before they were issued questionnaires or interviewed for their responses.

Respondents were made to understand that though their consent were soughed they were
at liberty to quit as respondents if they so desired. Every interviewed respondent was
assured of confidentiality of the information given and that the information will be used
for scientific purposes only. Voluntary participation of the respondents was ensured.
Finally, all secondary data were duly documented in the text and the reference list. The

guestionnaire and introductory letters will be attached as appendixes.
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3.12. Pre-test

A pre-test collects datafrom asmall population of respondents which serves as a guidance
for a larger research (Zikmund 2003). It can detect weaknesses in design, evaluate
guestionnaire items and review the actual wordings of questions (Warwick & Linniger
1975). For this pre-test, questionnaires of this research were given to ten selected
respondents. Purposive sampling was used to select sub district leaders and facility in
chargesin some sub districtsto complete the pilot questionnaire. The pre- test respondents
identified poor wordings and ambiguous questions which were misinterpreted by the
participants. Consequently, the wordings of some questions in the questionnaire of this

research were amended.

3.13 Limitations of the study

First, the questionnaire focused on a subset of KNWD health workers. Workers who
typically are not up to one year or conducted one cycle of appraisal were excluded.
Inclusion of this larger group may have been appropriate from the viewpoint that every
member of the staff effects the appraisal system. The inclusion of these data would have
increased the sampl e size and reduced variability. There was no control group used in this
research. Together, these two measures would have strengthened the value of the study
results.

Secondly, | was fortunate to have assistance in the administration of the survey. | however,
may have identified barriers to subject comprehension.

The usage of the questionnaire methodology throughout this research would be bound to
be inherent with methodological limitation because this method would not provide the

comprehensive follow-up interviews with the KNWD Health staff. Thus, they would not
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fully understand the questions and therefore in this way they could have provided more
accurate answers for this research.

Review of returned survey data identified two variables unaccounted for in the
development of this project:

1) Language comprehension, and

2) Instruction errors as evidenced by a misunderstanding to follow survey directions.
Comprehension barriers were detected in inconsi stencies within survey question responses
for like questions. Review of several question responses begsfor follow-up to clarify intent.
Further reading led this investigator to conclude that the health staff may not have
understood certain questions asintended. Instruction errors may have been limited with the
use of illustrated examples.

To address these issues and minimize the effects of these variables, it would be necessary
to have all study subject targeted materials written and reviewed at alocal, basic reading
level.

Thirdly, Information on performance management and staff appraisals research in
KNWD was hard to come by as the study was constrained because of the researcher’s
inability to access some information which is considered important for the study, the
lack of database on staff performance appraisals, inadequate accurate data on
productivity and the unwillingness of officials of GHS to release information affected
the study to some extent. Lack of acentral and/or searchable database would not enable

thorough investigation of similar research previously conducted in the region.
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Fourthly, self-report data using a single questionnaire was used in this research. Thus,
mono-source bias and common method variance could be another potential limitation of
this research because a spurious relationship might be produced.

Fifthly, the research was using the cross-sectional research and thus, it could only find the
relationship or association among the variables of this research but not causation. The
finance and time constraints were also some of the main factors faced by the researcher to
make use of this cross-sectional method of research. However, a longitudinal research
would have the advantage of revealing the dynamic nature of the PAS.

Finally, the study was limited to exploring the effects of performance management system
in the KNWD of the upper east region. The main limitation of this study could be that the

views of the respondents do not represent the views of the service.
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CHAPTER FOUR

40 PRESENTATION OF RESULTS

4.1 Introduction

This chapter presents an extensive analysis of the findings gathered on the sample from the
study population.

There was 94.2% questionnaire return rate. However, three of the questionnaires were
found to contain incomplete responses and were therefore excluded in the analysis. The
total number of questionnaires analysed was 113 instead of the 120. The data was collected
using self-administered questionnaires. The current practice used to measure performance
of health care workers was assessed using ten questions. The first part captures the
background information of staff and the last part cals for suggestions for improvement.
The process employed e ght questions, based on afive-point Likert scale. The respondents
were required to indicate their level of agreement with any of the five points on the Likert
scale. These elght questions elicited information regarding; knowledge of appraisal system
of GHS staffs, relevance of appraisal system in identifying employees strengths and
weaknesses, consistency of appraisal process with GHS's rules and regulations,
existence of programmes to address weaknesses and reward performance, beliefs,
attitudes and perception of appraisees and appraisers, appraisal process and challenges

of staff performance appraisal system.

A summary of the results of the study is described below.
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4.2.0. Socio Demographic Char acteristics of Respondents

4.2.1. Sex Distribution of Respondents

Fromtable4.1. Out of the 113 respondentsinterviewed, 54 respondents representing 47.8%

were males while the remaining 59 respondents representing 52.2% were females.

Table 4.1: Sex distribution of respondents

Sex Frequency Percentage
Male 54 47.8
Femae 59 52.2
Total 113 100

Resear cher field survey, 2016

4.2.2 Age Distribution of Respondents

Sour ce:

In Table 4.2, respondents who are 18 but less than 26 years were 8 representing 7.1% of

the respondents between the ages 26 and 35 years were 94 representing 83.2%, whiles

respondents who are between the ages of 36-45 are 6 representing 5.3%. 2 respondents,

1.8% are between 46 and 55, and 3 (2.1%) respondents were form the ages 56 years and

above.

Table 4.2: Age Group of respondents

Age Frequency Per centage
18-25 8 7.1
26-35 94 83.2
36-45 6 53
46-55 2 1.8
56+ 3 2.7
Total 113 100

Sour ce: Researcher field survey, 2016
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4.2.3 Marital status of respondents
In table 4.3, a total of 52 respondents representing 46 % were single, 59 respondents
representing 52.2% were married and 2 respondents representing 1.8% were into other

forms of relationships.

Table 4.3: Marital status of respondents

Marital Status Frequency Percentages
Single 52 46.0
Married 59 52.2
Others 2 18

Total 113 100.0

Sour ce: Researcher field survey, 2016

4.2.4 Educational status of respondents

Table 4.4, shows the educationa levels of respondents. 4 respondents representing 3.5%
had Senior Secondary School Certificate Examination astheir highest level of education,60
respondents representing 53.1%, had Certificate, 37 respondents representing 32.7% had
Diploma, 7 respondents representing 6.2% has degree as their highest level of education
and 5 respondents representing 4.4% have other forms of qualifications as their highest

educational levels.
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Table 4.4: Educational status of respondents

Qualification Frequency Percentages
SSCE/WASSE 4 35
Certificate 60 531
Diploma 37 32.7
Degree 7 6.2

Others 5 4.4

Total 113 100

Sour ce: Researcher field survey, 2016

4.2.5 Grade/ Professions of the Respondents

A total of 30 respondents representing 26.5% were Community Health Nurses, 10
respondents representing 8.8% were Midwifes and 26 respondents representing 23% were
Genera Nurses. Also, 14 respondents representing 12.4% were Enrolled Nurses, 5
respondents representing 4.4% were aso Physician Assistants. 11 respondents
representing 9.7% were Technica Officers, 6 respondents representing 5.3 were Nutrition
Officers and 7 respondents representing 6.2% belonging to other forms of profession or
grade. 4 respondents representing 3.5% of the respondents did not indicate their grade as

shown in the Table 4.5.
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Grades Frequency Per centage
Community Health Nurses 30 26.5
Midwife 10 8.8
General Nurse 26 23
Enrolled Nurse 14 12.4
Physician Assistant 5 4.4
Technical Office 11 9.7
Nutrition Officers 6 5.3
Others 7 6.2
Total 109 96.5
No Response 4 35
Total 113 100.0

Sour ce: Researcher field survey, 2016

4.3.0 Knowledge of health staff of the existing performance appraisal system within

the Ghana Health Servicein the Kassena Nankana West District

4.3.1 Appraisal System in place at the facility

From table 4.6, only 5 respondents strongly disagree with the assertion that their facilities
has appraisal system in place, 2 of the respondents were community nurses, 1 General
Nurse and 2 of them belonging to the other category of grade. 3 respondents comprising 1
Community Health Nurse, 1 General Nurseand 1 Enrolled Nurse disagree that their health
facility has got in place an appraisal system and 17 respondents comprising 4 Community

Health Nurses, 4 Midwifes, 2 General Nurses, 1 Enrolled Nurses, 3 Technical Officers, 1
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Nutrition Officers and 2 representing the others forms of grade were neutral on whether
their facilities has an appraisal system in place. Also, 59 respondents comprising 16
Community Health Nurses, 4 Midwifes, 16 General Nurses, 6 Enrolled Nurses, 3
Physician Assistants, 5 Technical Officers, 5 Nutrition Officers and 4 representing the
others forms of grade agreed that their facility has an appraisal system in place. Finaly,
29 respondents comprising 7 Community Health Nurses, 2 Midwifes, 6 General Nurses,
6 Enrolled Nurses, 2 Physician Assistants, 3 Technical Officers and 3 respondents
representing the others forms of grade strongly agreed that their health facility has an

appraisd systemin place.

Table 4.6: Appraisal System in place at the facility

My facility has got appraisal system in place
Grade/ Profession Strongly Strongly

Disagree Disagree |Neutral |Agree |Agree Total
Eﬁ:’g“”ity Helth), 1 4 6 |7 30
Midwife 0 0 4 4 2 10
General Nurse 1 1 2 16 6 26
Enrolled Nurse 0 1 1 6 6 14
Physician Assistant 0 0 0 3 2 5
Technical Office 0 0 3 5 3 11
Nutrition Officers 0 0 1 5 0 6
Others 2 0 2 4 3 11
Total 5 3 17 59 29 113

Sour ce: Resear cher field survey, 2016

83



I

3

k<— J

UNIVERSITY FOR DEVELOPMENT STUDIES

www.udsspace.uds.edu.gh

4.3.2: The Purpose of performance appraisal processisclearly outlined,

under stood and accepted

Datafrom table 4.7, revea sthat 3 respondents which includes 1 Community Health Nurse,
1 General Nurse and 1 respondent representing others strongly disagree that the
performance appraisal are clearly outlined, understood and accepted by al staff. 9
respondents disagree that the performance appraisal is clearly outlined, understood and
accepted in the facility. 17 respondents were neutral, 62 respondents agree that the
performance appraisal isclearly outlined, understood and accepted in the facility whiles 20
respondents strongly agree that the performance appraisal is clearly outlined, understood
and accepted in the facility. 1 respondent been a community health nurse did not response

to the question.
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Table 4.7: The purpose of the performance appraisal is clearly outlined,
under stood and accepted

The purpose of the performance appraisa is clearly outlined,

understood and accepted
Grade/ Profession Strongly

Disagree |Disagree |Neutra |[Agree |Strongly Agree/No Response Totdl
Community Health Nurses |1 3 1 17 6 1 29
Midwife 0 1 2 4 3 0 10
Genera Nurse 1 1 7 14 |3 0 26
Enrolled Nurse 0 1 2 8 3 0 14
physician Assistant 0 0 1 4 0 0 5
Technical Office 0 1 3 5 2 0 11
Nutrition Officers 0 1 0 5 0 0 6
Others 1 1 1 5 3 0 11
Total 3 9 17 62 20 1 112

Sour ce: Researcher field survey, 2016

4.3.3 The key performance criteria (competencies, behaviors, results and outcomes)
are been clearly identified

From table 4.8, a total of 5 respondents, 2 from RCH unit, 2 from OPD, 1 from
Wards/Clinical Care strongly disagree that key performance criteria have been clearly
identified in their facilities. 4 respondents, 1 from RCH, 2 from OPD and 1 from
Administration also disagree that the key performance criteria have been clearly identified,
whiles 21 respondents, 10 from RCH, 5 from OPD, 1 from Pharmacy, 2 from
Administration and 3 from Wards/Clinical Care were neutral in response, 63 respondents

made up 21 from RCH,19 from OPD, 5 from Maternity, 2 from laboratory, 9 from
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Administration and 7 from Wards/Clinical Care also agree that the key performance criteria

in their facilities have been clearly identified and 17 respondents comprising 6 from RCH,

6 from OPD, 2 from Maternity, 1 from Laboratory, 1 from Pharmacy and 1 from

Administration strongly agree that the key performance criteria have been clearly

identified.

Table 4.8: The key performance criteria

The key Performance criteria ( competencies, behavior,
results/outcomes) have been clearly identified
Unit of respondent Strongly
Strongly Disagree|Disagree [Neutral |Agree  |Agree Totdl
RCH 2 1 10 21 6 40
OPD 2 2 5 19 6 34
Maternity 0 0 0 5 2 7
Laboratory 0 0 0 2 1 3
Pharmacy 0 0 1 0 1 2
Administration |0 1 2 9 1 13
Wards/Clinical 1 0 3 7 0 1
Care
Tota 5 4 21 63 17 110

Sour ce: Researcher field survey, 2016

4.3.4. Criteriadeveloped in consultation with workersand appraisers

A total of 7 (6.2%) respondents strongly disagreed, 20 (17.7%) disagreed, that the criteria

have been developed was in consultation with workers and appraisers, majority 41(36.3%)
remain neutral on the matter whiles 34(30.1%) agreed and 10 (8.8%) strongly agreed that

the criteria was developed in consultation with workers and appraisers. 1 (0.9%) failed to

respond as shown in table 4.9 below.
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Table 4.9: Criteria developed in consultation with workers and
appraisers

Level of agreement Frequency Percent

Strongly disagree 7 6.2
Disagree 20 17.7
Neutral 41 36.3
Agree 34 30.1
Strongly Agree 10 8.8
Total 112 9.1
No responses 1 0.9
Total 113 100.0

Sour ce: Resear cher field survey, 2016

4.4.0. Relevance of Appraisal System in Identifying Employees Strengthsand
Weakness.

4.4.1 Theresults of the performance appraisal isatruereflection of staff’sability
From Table 4.10, as many as 59 respondents said the results of the performance appraisals
are true reflections of their ability, out of 59, 21 were Community Health Nurses, 6
midwifes, 11 General Nurses, 8 Enrolled Nurses, 6 Technical Officers, 1 Nutrition Officer
and 6 from Others. Also 18 respondents comprising 4 Community Heath Nurses,
Imidwife, 5 General Nurses, 3 Enrolled Nurses, 3 Physician Assistants , 6 Technical
Officers, and 1 respondents from Others said no the results of performance appraisal is not
a true reflection of their ability. 25 respondents which includes 5 Community Health
Nurses, 2 midwifes, 5General Nurses, 2 Enrolled Nurses, 1 Physician Assistant, 2

Technical Officers, and 1 Nutrition Officer also said sometimes the results of the
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performance appraisa reflects their true ability. Finaly, 11 respondents comprising
Imidwife, 5 General Nurses, 1 Enrolled Nurse, 1 Physician Assistant, 2 Technical Officers
andl Nutrition Officer said they have no idea whether the results of the performance

appraisal isatrue reflection of their ability or not.

Table 4:10: Theresults of the performance appraisal is a truereflection
of staff’s ability

The results of performance appraisa is a true reflection of
Grade/ Profession staff’s ability

yes no sometimes noidea |Tota
ﬁg;mm?’% 21 4 5 0 30
Midwife 6 1 2 1 10
General Nurse |11 5 5 5 26
Enrolled Nurse |8 3 2 1 14
KZ?’;;‘:‘]‘: 0 3 1 1 5
Technical Office |6 1 2 2 11
Nutrition Officers|1 0 4 1 6
Others 6 1 4 0 11
Total 59 18 25 11 113

Sour ce: Researcher field survey, 2016
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4.4.2 The appraisal system is pertinent in identifying employee strength and weaknesses

Datafrom Table 4.11, reveals that 61 respondents comprising 20 Community Health Nurses, 3
Midwifes, 12 General Nurses, 8 Enrolled Nurses, 2 Physician Assistants, 6 Technical Officers,
2 Nutrition Officers and 8 respondents from Others said yes the appraisal systems is pertinent
in identifying their strength and weakness. 20 respondents made up of 6 Community Health
Nurses, 2 Midwifes, 4 General Nurses, 2 Enrolled Nurses, 3 Physician Assistants, 1 Technical
Officer and 2 Nutrition Officers said, no, the appraisal systems is not pertinent in identifying
their strength and weakness. 25 respondents comprising 4 Community Health Nurses, 3
Midwifes, 8 General Nurses, 3 Enrolled Nurses, 3Technical Officers, 2 Nutrition Officers and 2
respondents from Others said sometimes the appraisal system is pertinent in identifying their
strength and weakness. Also 7 respondents comprising 2 Midwifes, 2 Genera Nurses, 1 Enrolled
Nurse, 1 technica Officer and 1 respondent from Others said they have no idea whether the

appraisal systemis pertinent in identifying their strength and weakness.
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Table 4.11: The appraisal system is pertinent in identifying employee strength
and weaknesses

The appraisa system is pertinent in identifying
Grade/ Profession employees strength and weakness

Yes No sometimes |no idea Tota
Eﬁ:r;gunlty Health 20 6 4 0 30
Midwife 3 2 3 2 10
Generd Nurse 12 4 8 2 26
Enrolled Nurse 8 2 3 1 14
physician Assistant 2 3 0 0 5
Technical Office 6 1 3 1 11
Nutrition Officers 2 2 2 0 6
Others 8 0 2 1 11
Total 61 20 25 7 113

Sour ce: Researcher field survey, 2016

4.4.3 Attitude towards wor k changed as a result of the performance appraisal

Datafrom Table 4.12, reveal s that 50 respondents representing 44.2% said yes, their attitude to
work changes as aresult performance appraisal, 35 respondents representing 31% said no, their
attitude to work do not change as a result of the performance appraisal whiles 22

Respondents representing 19.5% said sometimes their attitude to work changes as aresult of the
performance appraisal. Also, 6 respondents representing 5.3% had no idea to whether the result

of the performance appraisal leads to change of attitude.
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appraisal

Scale Frequency percentage
Yes 50 44.2

No 35 31.0
Sometimes 22 19.5

no idea 6 53

Total 113 100

Sour ce: Researcher field survey, 2016

4.4.4 Frequency of appr aisees being communicated to, on their job performance during

theyear.

Data from Table 4.13 below reveals that 15 respondents said appraisees are frequently
communicated to them about their job performance during the year. Also, 69 respondents said
that appraisees occasionally are communicated to them about their job performance during the
year. 29 respondents said that appraises never communicate to them about their job performance
during the year.

Table 4.13: Frequency of appraisees being communicated to, on their job

performance during the year.

Frequency of appraisees communicate to on job performance during the year

Qualification Frequently Occasionally Never Tota
SSCE 2 1 1 4
Certificate 8 39 13 60
Diploma 5 20 12 37
Degree 0 2 7
Others 0 4 1 5
Total 15 69 29 113

Sour ce: Resear cher field survey, 2016
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4.4.5: Structuresto address weakness and reward performance

Table 4.14 reved s that 32 respondents said yes, there are structures in their facility to address
weakness and reward performance, 37 respondents said there are no structures to address
weakness and reward performance in their facilities, whiles 22 respondents said sometimes and
22 respondents said they have no idea about the structures to address weakness and reward
performance.

Table 4.14: Structures to address weakness and reward perfor mance

Grade/ Profession | Structures to address weaknesses and reward performance
some no

yes |% |no | % |times | % idea | % Tota | %
Community 11.

10 |8.8|13 2 18 5 4.4 30 26.5
Heath Nurses 5
Midwife 5 4414 |35 |1 0.9 1 0.9 11 9.7
General Nurse 4 35|8 71 |6 53 8 7.1 26 23.0
Enrolled Nurse 6 534 35 |4 35 1 0.9 15 13.3
Physician 2 |18]2 |18 |1 09 |1 09 |6 53
Assistant
Technica Office | 2 183 27 |4 35 3 27 12 10.6
Nutrition Officers | 1 092 18 | 3 2.7 0 0.0 6 53
Others 2 181 09 |1 0.9 3 2.7 7 6.2
Tota 32 28' 37 32' 2 |195 |22 |195 |113 |1000

Sour ce: Resear cher field survey, 2016

4.4.6: Availability of resourcesto implement an effective performance appraisal system
The table 4.15, shows that 24 respondents said, yes, their health facilities have the requisite
resources to implement an effective performance appraisal system, 48 respondents however said

no, their facilities lack the resources to implement an effective performance appraisal system,
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whiles 22 respondents said that sometimes their facilities have the required resources to
implement an effective performance appraisal system and 19 respondents said they have no idea
whether their facilities have the required resources to implement an effective performance
appraisal system.

Table 4.15: Availability of resources to implement an effective performance
appraisal system

Level of | The availability of resources to implement an effective performance
education appraisal system
some no
yes |[% |[no |% |times | % idea | % Total | %
E

SSC 0 |18]2 |18]2 18 |0 00 |4 35
Certificate 15 é3' 20 %7' 13 |15 |13 |115 |61 |s540
Diploma 7 |6.2]20 %7' 5 44 |5 44 |37 |327
Degree 1 |o9ls |44 |1 09 |1 09 |8 71
others 1 lo09|1 |o9 |1 09 |0 00 |3 27
Total 24 21' 48 ‘5‘2' 22 |195 |19 |168 |113 | 1000

Source: Researcher field survey, 2016

4.5: The attitudes, beliefs and perceptions about the effectiveness of the Performance
Appraisal system and process.

4.5.1 Appraisal exercisetaken seriously by appraisersand appraises

Data from table 4.16 reveds that 62 respondents made up of 18 Community Health Nurses, 7
Midwifes, 13 General Nurses, 11 Enrolled Nurses, 2 Physician Assistants, 8 Technical Officers,
1 Nutrition Officer and 2 respondents from others said yes, appraisal exerciseis taken seriously
with both appraises and appraisers. 17 respondents comprising 5 Community Health Nurses, a

2 Midwifes, 5 General Nurses, 3 Enrolled Nurses, a Nutrition Officer and a respondents from
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others also said no, 26 respondents made up of 7 Community Health Nurses, 1 Midwifes, 4
General Nurses, 4 Physician Assistants, 3 Technical Officers, 4 Nutrition Officers and 3
respondents from others said, sometimes, whiles 8 respondents made up a midwife, 4 Generad
Nurses, 1 Enrolled Nurse, 1 Technical Officer and 1 respondent from others said they have no
ideawhether both apprai sers and apprises takes seriously the appraisal exerciseintheir facilities.

Table 4.16: Appraisal exercise taken seriously by appraisers and appr aisees

Is the exercise of an appraisa taken seriously by
appraisers and appraises

Grade/ Profession

sometime no
yes % no (% |s % |idea |% Total |%

Community  Health 15.

Nursoe 18 |5 |44 7 62 [0 |00 30 [265
Midwife 7 l622 s 1 09 |1 |09 11 115
Generdl Nurse 13 51)1' 5 |44 |4 35 |4 [35 26 (230
Enrolled Nurse 11 19713 27 o 00 |1 |09 15 |133
Physician Assstant |2 |18 |0 |00 |4 35 |0 |00 6 |53
Technical Office 8 [71l0 |00 |3 27 11 o9 12 106
Nutrition Officers 1 09 (1 09 (4 35 |0 0.0 6 5.3
Others 2 (181 o9 |3 27 11 oo 7 |62
Total 62 26' 17 [15.0(26 20l |71 113 |100.0

Source: Researcher field survey, 2016
4.5.2 Workers participation in discussions
Table 4.17, showed that 51 respondents, said yes, workers are encourage to participate in

discussions at their facilities, 32 respondents said no, whiles 23 respondents said sometimes
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their facilities encourage workers to take part in discussion and 7 respondents said they had no
idea whether workers are encourage to participate in discussions at their facilities.

Table 4.17: Workers participation in discussions

Grade/ Is the worker encourage to participate in discussion

Profession yes|% |No |% |sometimes |%  |noidea|% Totad |%
SSCE 2 118 |1 09 1 09 |0 0.0 4 35
Certificate 30 [26.6|16 [14.2 |11 9.7 |4 34 61 54.0
Diploma 15 |13.3|11 9.7 |9 80 |2 1.8 37 32.7
Degree 4 |35 |2 18 |2 18 |0 0.0 8 7.1
others 0 |00 |2 18 |0 00 1 0.9 3 2.7
Tota 51 451|132 |28.3 |23 204 |7 6.2 113 100.0

Source: Researcher field survey, 2016

4.5.3 Employees negative attitude towar ds the appraisal process

Fromtable 4.18, 39 respondents whose educational qualification includes 1 SSCE, 18 Certificate
holders, 15 diploma holders, 4 Degree holders and 1 respondent from other qualification said
yes they had negative attitude towards the appraisal process while 44 respondents made up 2
SSCE holders, 29 Certificate holders, 10 diploma holders, 2 degree holders and 1 respondent
from other qualification said they do not have negative attitude towards the appraisal process
whiles 24 respondents made up of 9 certificates holders, 12 diploma holders, 2 degree holders
and 1 respondent from other qualifications said sometimes they have negative attitude towards
the appraisal process. 6 respondents made up of 1 SSCE holder and 5 certificate holders said

they have no idea whether they have negative attitude towards appraisal process or not.
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Table 4.18: Employees negative attitude towards the appraisal process

Employees negative attitude towards the appraisal process
Education no

Yes % No |% some times|% idea (% |Tota %
SSCE 1 09 |2 1.8 |0 00 1 09 4 35
Certificate 18 159 |29 257 |9 80 |5 44 |61 (54
Diploma 15 13.3 |10 88 |12 106 |0 00 |37 |32.7
Degree 4 35 |2 1.8 |2 1.8 |0 00 |8 7.1
others 1 09 1 09 1 09 |0 00 |3 2.7
Total 39 345 |44 389 |24 212 |6 53 [113 |100.0

Source: Researcher field survey, 2016

4.5.4 Workers misconceptions about the efficiency of the appraisal system

Data from table 4.19, indicates that 42 respondents made up of 1 SSCE holder, 18 certificate

holders, 19 diploma holders and 4 degree holders said yes they have misconception about the

efficiency of the appraisal system and 40 respondents comprising 3 SSCE holders, 25 certificate

holders, 8 diploma holders, 3 degree holders 1 respondent from others said no they have no

mi sconceptions about the efficiency of the appraisal system. Also 23 respondents made up of 12

certificate holders, 9 diploma holders, 1 degree and other qualifications respectively said they

sometimes have misconception about the efficiency of the appraisal system whiles 8 respondents

made up 6 certificate holders, 1 diploma holder and 1 respondent from others said they had no

idea as to whether they have misconception about the efficiency of the appraisal system
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Table 4.19: Workers misconceptions about the efficiency of the appraisal
system

Workers misconception about the efficiency of the appraisal

system
Education

sometim

Yes |% no (% |es % noidea |% Tota |% Totd
SSCE 1 09 |3 |27 |0 0 0 0 4 35
Certificate (18 159 [25 (22.1 |12 106 |6 53 |61 54.0
Diploma (19 168 (8 |71 |9 7.7 1 09 |37 32.7
Degree |4 35 |3 |27 1 09 |0 0 8 7.1
others 0 00 |1 (09 |1 0.9 1 09 |3 2.7
Total 42 37.2 |40 |35.3 |23 204 |8 7.1 (113 |100.0

Source: Researcher field survey, 2016

4.5.5: Misconception negatively affect the appraisal process

Datafrom table4.20, reveal sthat 49 respondents representing 43. 4% said yesthe misconception
held by workers negatively affect the appraisal process, 30 respondents representing 26.5% said
no their misconceptions about the appraisal system do not negatively affect the appraisal process
and 22 respondents representing 19.5% said sometimes their misconception negatively affects
the appraisal process. 12 respondents representing 10.6% said they have no idea of the impact

of their misconception on the appraisal process.
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Table 4.20 Misconception held by workers negatively affect the appraisal

process

Scale Frequency Percentages
Yes 49 434

No 30 26.5

some times 22 195

no idea 12 10.6

Tota 113 100

Source: Researcher field survey, 2016

4.3.6: Theappraisal process followslaid down procedure

From table 4.21, atota of 74 respondents representing 65.5% said yes appraisal processin their
facilities followed a laid down procedure, 13 respondents representing 11.5% said no the
appraisal process in their facilities do not follow laid down procedure whiles 11 respondents
representing 9.7% said sometimes the appraisal process in their facilities follow laid down

procedures whiles 15 respondents representing 13.3% said they have no idea whether the

appraisal process follow laid down procedure or not.

Table 4.21: The appraisal process follows laid down procedure

Scale Frequency Percentage
Yes 74 65.5

No 13 115
Sometimes 11 9.7

no idea 15 13.3

Total 113 100

Sour ce: Resear cher field survey, 2016
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4.5.7: Theappraisal process and assessment of factorsin the work environment and their
impact on performance

From figure 4.1, as many as 56 respondents said yes their facility appraisal processincludes an
assessment of factors in the work environment that may have impact on performance, 23
respondents also said no, their facilities appraisal process does not include an assessment of
factors in the work environment that may have impact on performance, 20 respondents said
sometimes their facility appraisal process includes an assessment of factors in the work
environment that may have impact on performance whiles 14 respondents said they had no idea
whether their facility appraisal process includes an assessment of factors in the work

environment that may have impact on performance.

S0

40—

30

Count

20

10

0 T T T T
YES no sometimes no idea

Does the appraisal process include an assessment of factors in the
environment that may impact on performance

Figure4.1: Theappraisal processand assessment of factorsin thework environment and ther

impact on performance

Sour ce: Researcher field survey, 2016
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4.5.8: Theemployer and employee involvement in the performance appraisal process

The figure 4.2 below shows a high respondents’ level of involvement in performance appraisal
process, 65 respondents said, yes, there is the involvement of supervisors and workers in
performance appraisal, 19 respondents said no and 20 respondents said sometimes there is an
involvement of both supervisors and workers in performance appraisal process whiles 9
respondents also said they had no ideawhether there is supervisors and workersinvolvement in

the performance appraisal process.

UNIVERSITY FOR DEVELOPMENT STUDIES

Figure4.2: Theemployer and employee areinvolvement in the performance appraisal process
Sour ce: Resear cher field survey, 2016

100




>

o

3

k<— J

UNIVERSITY FOR DEVELOPMENT STUDIES

i

www.udsspace.uds.edu.gh

4.5.9. The appraisal interview is constructive and encour ages a two way discussions of
performance and goal setting

From the bar chart below, (figure 4.3), atotal of 51 respondents said yes, the appraisal interview
is designed to be constructive, two way discussion of performance and goal setting, 29
respondents also said their appraisal interview does not designed to be constructive, two way
discussion of performance and goal setting and 22 respondents said sometimes their appraisal
interview is designed to be constructive, two way discussion of performance and goal setting.
Also 11 respondents said they have no idea whether their appraisal interview designed is

constructive, two way discussion of performance and goa setting.

60—

S0

40

Count

20

10—

0 T T T T
yes no some times no idea

Is the appriaasal interview designed to be a constructive, two way
discussion of perfermamce and goal setting

Figure4.2: The Appraisal interview iscongr uctive and encour agestwo way discussons of
performance and goal setting
Sour ce: Researcher field survey, 2016
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4.5.10: Regular feedback given to workersto improvetheir performance

Data from figure 4.4, revealed that 32 respondents said yes they are provided with regular
feedback to help improve their performance, 44 respondents said no and 19 respondents said
sometimes whiles 8 respondents said they have no idea whether they are being provided with

regular feedback to help them improve their performance.

S0

40

307

Count

207

104

a T T T T
yes no some times no idea

Are workers provided with regular feedback to help improve their
performance

Figure4.3: Regular feedback given to wor kersto improving ther performance

Source: Researcher field survey, 2016

4.5.11 Constructive Feedback

From the pie chart (Figure 4.5), atotal of 23 respondents said yes the feedback provided is
constructive, 42 respondents said no the feedback is not constructive, 29 respondents said
sometimes the feedback provided is constructive whiles 19 respondents said they have no idea

whether feedback provided is constructive or not.
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Figure4. 3: Congructive Feedback
Sour ce: Researcher field survey, 2016

4.5.12. The performance appraisal system in the facility isfair

Data from table 4.21, reveaed that, 9 respondents strongly disagree the performance appraisal
system in their facility is fair. 7 respondents comprising disagree that the appraisal system in
their facility is fair and 27 respondents were neutral, whiles 61 respondents, agree that the
appraisal systemin their facilitiesisfair and 9 respondents comprising strongly agreed that their

performance appraisal systemin their facilitiesisfair.
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Table 4.22: The Performance Appraisal System in the Facility is fair

The performance appraisal systemin the facility isfair
Unit of respondents |Strongly Strongly

Disagree Disagree Neutral [Agree |agree Total
RCH 6 4 4 22 4 40
OPD 1 2 11 17 3 34
Maternity 0 0 2 5 1 8
Laboratory 0 0 1 1 1 3
Pharmacy 0 1 0 3 0 4
Administration 1 0 4 8 0 13
Wards/Clinical Care |1 0 5 5 0 11
Total 9 7 27 61 9 113

Sour ce: Researcher field survey, 2016

4.5.13. The appraisal program is consistent with that of the Facility

From table 4.22, aslow as 5 respondents, 3 from RCH unit, 1 from Administration and 1 from
Wards/ Clinical Care strongly disagree that the appraisal program is consistent with their
facility’s objectives and goals. 13 respondents comprising 6 from RCH, 1 from OPD, 4
Administrating and 2 from Wards/ Clinical Caredisagreethat the appraisal program is consistent
with their facility’s objectives and goals. Also 28 respondents which include 6 from RCH, 13
from OPD, 2 from Pharmacy, 1 from administration and 3 from Wards/ Clinical Care were
neutral about the consistency of their appraisal system and facility’s objectives and goals. 57
respondents comprising 23 from RCH, 14 from OPD, 4 from Maternity, 2 from Laboratory, 2
from Pharmacy, 7 from Administration and 5 from Wards/Clinical Care agree that the appraisal
program is consistent with their facility’s objectives and goals whiles 10 respondents 2 from
RCH, 6 from OPD 1 from Maternity and Laboratory strongly agree that the appraisal program

is consistent with their facility’s objectives and goals
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Table 4.23: The appraisal program is consistent with the Facility

the appraisal program is consistent with the facility's

objectives and goals

Unit

Strongly Strongly

Disagree Disagree Neutral [Agree |Agree  |Tota
RCH 3 6 6 23 |2 40
OPD 0 1 13 14 6 34
Maternity 0 0 3 4 1 8
Laboratory 0 0 0 2 1 3
Pharmacy 0 0 2 2 0 4
Administration 1 4 1 7 0 13
Wards/Clinical Care |1 2 3 5 0 11
Total 5 13 28 57 10 113

Source: Researcher field survey, 2016

4.5.14: Goals set by Negotiation

Table 4.23, indicates that 8 respondents made up of 4 Community Health Nurses, 2 Midwifes,
1 General Nurse, and 1 Technical Officer strongly disagree that the goals of their facility are set
through negotiation. 23 respondents, 8 Community Health Nurses, 1 Midwife, 4 General Nurse,
1 Enrolled Nurse, 2 Physician Assistants, 2 Technical Office, 3 Nutrition Officers and 2 from
Others aso disagree that their facility goals are set through negotiation . Also, 32 respondents
of which 5 are Community Health Nurses, 1 Midwife, 11 General Nurses, 4 Enrolled Nurses, 2
Physician Assistants, 4 Technical Officers, 3 Nutrition Officer and 4 from Others were neutral
about how the goals of their facility is been set. 42 respondents comprising 13 Community
Health Nurses, 6 Midwifes, 9 General Nurses, 7 Enrolled Nurses, 2 Physician Assistants, 3

Technical Officers, and 2 Nutrition Officers aso agreed that the goals of their facility are set
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through negotiation whiles 8 respondents made up of 1 midwife, 1 General Nurse, 3 Enrolled
Nurses, 2 technical Officersand 1 respondent from Others strongly agree that their facility goals
were set through negotiation.

Table 4.24: Goals set by Negotiation

The goals are set by negotiation

Grade/ Profession strongly
Strongly disagree |Disagree |Neutral |[Agree |Agree |Tota

gﬁg‘m'ty Hedlthl, 8 5 13 |0 30
Midwife 2 1 1 6 1 11
Generd Nurse 1 4 11 9 1 26
Enrolled Nurse 0 1 4 7 3 15
Physician Assistant 0 2 2 2 0 6
Technica Office 1 2 4 3 2 12
Nutrition Officers 0 3 1 2 0 6
Others 0 2 4 0 1 7
Total 8 23 32 42 8 113

Source: Researcher field survey, 2016

4.5.15 Clear Agreement on Perfor mance Objectives

The table 4.24, reveds 7 respondents made up of 3 CHNs, a midwife, 2 General Nurses and 1
others strongly disagree that there is a clear agreement on performance objectives, 14
respondents, 4 CHNs, 2 General Nurses, 1 Enrolled Nurse, 2 Physician Assistants, 2 Technical
Officers, 2 Nutrition Officers and 1 others disagree, 26 respondents comprising 5 CHNs, 2
Midwifes, 8 General Nurses, 3 Enrolled Nurses, 1 Physician Assistant, 2 Technical Officers, 3
Nutrition Officer and 2 other respondents were neutral on whether thereis clear agreement on
performance objectives whiles 52 respondents made up of 16 CHNs, 6 Midwifes, 11 Generd
Nurses, 8 Enrolled Nurses, 3 Physician Assistants, 5 Technical Officers, and 1 Nutrition Officer

and 2 others agree, and 14 respondents comprising 2 CHNs, 2 Midwifes, 3General Nurses, 3
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Enrolled Nurses, 3 Technical Officers, and 2 Nutrition Officer and 1 others strongly agree that
thereis aclear agreement on performance objectives.

Table 4.25: Clear Agreement on Perfor mance Objectives

There is a clear agreement on performance

objectives
Grade/ Profession

Strongly strongly

Disagree Disagree [Neutral |Agree |Agree |[Total
Community Health Nurses |3 4 5 16 2 30
Midwife 1 0 2 6 2 11
Generd Nurse 2 2 8 11 3 26
Enrolled Nurse 0 1 3 8 3 15
Physician Assistant 0 2 1 3 0 6
Technical Office 0 2 2 5 3 12
Nutrition Officers 0 2 3 1 0 6
Others 1 1 2 2 1 7
Total 7 14 26 52 14 113

Sour ce: Researcher field survey, 2016

4.5.16 The Appraisal Measuresare Individually Tailored for each Job

From the table 4.25, below, only 3 respondents, 2 from RCH and 1 from OPD strongly disagree
the appraisal measures are individually tailored for each job and 17 respondents comprising 8
from RCH, 1 from OPD, 1 from Maternity, 1 from Laboratory, 3 from Administration and
Wards/Clinical Care disagree that the appraisal measures are individually tailored for each job.
25 respondents consisting of 10 from RCH, 4 from OPD, 4 from Maternity, 1 from Laboratory
and Pharmacy respectively, 3 from Administration and 2 from Wards/Clinical Carewereneutral,

50 respondents, 17 from RCH, 17 from OPD, 3 from Maternity, 2 from Pharmacy, 6 from
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Administration and 5 from Wards/Clinical Care agree whiles 18 respondents, 3 from RCH, 11
from OPD, 1 from Maternity, 1 from Laboratory, 1 from Administration and 1 from
Wards/Clinical Care strongly agreethat their facility appraisal measuresareindividually tailored

for each job.

Table 4.26: The Appraisal Measures are Individually Tailored for each Job

The appraisal measures are individualy tailored for each
Unit of job
respondent Strongly
Strongly disagree |Disagree|Neutral |agree |agree Total
RCH 2 8 10 17 3 40
OPD 1 1 4 17 11 34
Maternity 0 1 4 3 1 9
Laboratory 0 1 1 0 1 3
Pharmacy 0 0 1 2 0 3
Administration |0 3 3 6 1 13
Wardg/Clinical |0 3 2 5 1 11
Tota 3 17 25 50 18 113

Sour ce: Researcher field survey, 2016

4.5.17 Assessment tools are structured with clear explanations about the criteriato
be assessed with perfor mance standards.

Data from table 4.26, it shows that, 9 respondents strongly disagree that the assessment
tools are structure with clear explanations, 19 respondents disagreed and 18 respondents
were also neutral. Also, 51 respondents agreed that the assessment tools are structured with
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clear explanations about the criteria to be assessed and the performance standards whiles

16 respondents strongly agree.

Table 4.27: Assessment tools are structured with clear explanations about
the criteria to be assessed with performance standards

The assessment tools are structured with clear explanation
about the criteriato be assessed with performance standards

Qualification
Strongly
Strongly Disagree  |Disagree |Neutral |Agree  |Agree  |Totd

SSCE 0 0 1 2 1 4
Certificate |6 12 8 27 8 61
Diploma 2 5 9 14 7 37
Degree 1 1 0 6 0 8
others 0 1 0 2 0 3
Total 9 19 18 51 16 113

Source: Researcher field survey, 2016

4.5.18: The appraisal system adequately reflectsthe situation on the ground

From the figure 4.6 below, only 10 respondents strongly agree that the appraisal system
adequately reflects the situation on the ground, 31 respondents al so agree that the appraisal
system adequately reflects the situation on the ground and 31 respondents were also neutral
about the strength of appraisa system to adequately reflect the situation on the ground.
Also 29 respondents disagree that the appraisal systems in their facilities adequately
reflects the situation on the ground and 12 respondents strongly disagree that their facility

appraisal system adequately reflects the situation on the ground.
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neutral, 31

Figure4.4: Theappraisal sysem adequatdly reflectsthe stuation on theground

Sour ce: Researcher field survey, 2016

4.6: The Challenges of the appraisal systemsin the GHS, Kassena Nankana West
District

4.6.1: Thechallengesin the appraisal system that affectsresults

Infigure 4.7, atotal 15 respondents strongly disagree there are challenges in the appraisal
system that affects results, 14 respondents disagree that there were challenges in the
appraisal system that affects results and 27 respondents were neutral about the challenges
in the appraisal system that affects results. Also 42 respondents agree that there were
challengesin the appraisal system that affects results and 15 strongly agree that there were

challengesin the appraisa system that affects results.
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There are challenges in the apprasial system that affects results

Figure4.5: Challengesin theappraisal sysemsthat affectsresults
Sour ce: Researcher field survey, 2016

111



UNIVERSITY FOR DEVELOPMENT STUDIES

=

-~

T
<

www.udsspace.uds.edu.gh

4.6.2 Lack of commitment of authoritiesto SPA system

From the pie chart, as many as 49 respondents said yes there is lack of commitment of
authoritiesto SPA system, 23 respondents said no, there is some commitment of authorities
to SPA system and 41 respondents said they have no idea whether there is or no

commitment of authoritiesto SPA

Figure4.6: Lack of commitment of authoritiesto SPA sysem

Sour ce: Researcher field survey, 2016

4.6.3 Lack of interest by employees

Data from figure 4.9, reveds that 47 respondents said yes, there is lack of interest by
employee’ sinterest to SPA systems, 34 employees also said no, thereisemployees’ interest
to the SPA system and 32 respondents said they have no idea whether there is lack of

interest by employees to the SPA system.
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Figure4.7: Lack of interest by employees

Sour ce: Researcher field survey, 2016

4.6.4 Failureto act on appraisal results

Data from graph 4.10, indicates that 62 respondents said yes authorities failure to act on
appraisal results is a chalenge to the SPA system, 21 respondents said the failure of
authorities to act on appraisal results is not a challenge and 30 respondents said they had
no idea as to whether the failure of authorities to act on appraisa results serves as a

challenge to the SPA system or not.
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Figure4.8: Failureto act on appraisal results

Source: Researcher field survey, 2016

4.6.5: Failureto provide feedback to appraisees

From the chart 4.11 below, as many as 64 respondents said yes, the failure of appraisersto
provide feedback to appraisees is a challenge to the SPA system, 20 respondents said the
inability of appraisersto give feedback to appraiseesis not a challenge to the SPA system
and 29 respondents said they had no idea whether the inability of appraisers to provide

feedback to appraiseesis a challenge to the SPA system or not.
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Figure4.9: Failureto act on appraisal results
Sour ce: Researcher field survey, 2016
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CHAPTER FIVE
5.0 Discussion of Result Findings
5.1 Introduction
This chapter discusses the findings of the study on the perception of Health workers on
the effectiveness of performance appraisal system in the health sector, using Kassena
Nankana West District as a case study. The findings are discussed under clearly
described headings that reflect the study’s research questions and objectives. In

necessary instances, an extended analysisis given to further the discussion.

The main objective of this research was to investigate and assess the effectiveness of
the performance appraisal system and the extent to which Performance appraisal can
be used as a tool to improve performance of staff in the Kassena Nankana West

District.

Based on the questionnaire results, it would seems that the performance appraisa
system in the Ghana health service is in place but its effectiveness may be
guestionable. By looking at the survey results in light of the literature, we can see

this more clearly.

5.2 Knowledge of health workers of the effectiveness of Appraisal System of GHS
staff

Kassena Nankana West District (KNWD) Health administration is an institution of the
Ghana Health Service (GHS), its policies and procedures must therefore be consistent

with policy positions of GHS. Following from that, the Performance Appraisal System

116



UNIVERSITY FOR DEVELOPMENT STUDIES

www.udsspace.uds.edu.gh

(PAS) of KNWD mirrors the genera policy of GHS. Procedurally, as a District Health

Directorate, appraisal flow is as described in the figure two below:

District Director Of Health Services(DDHS) — Appraises = DHMT Members and

Medical Superintenents

Countersigned by( Regional Director of Health Services) RDHS or delegated deputies

)

Medical Superintendant — Appraises — Unit Head/Management Team Members

Countersigned by( Digtrict Director of Health Services) DDHS

)

Department Heads — Appraises — Staff Working Under them

Countersigned by facility incharges/ facility Heads

=)

DDHS/Medical Superintendant — Appraises — In-Service Coordinator
Countersigned by: DDHS/Medica superintendant
Fig5.1: Flow of Appraisal at KNWD
Sour ce: Field Data (2016)

The study sought to ascertain the level of knowledge and awareness of employees of

performance appraisal practices at the KNWD.

This was to help determine whether employees were educated enough on appraisa
systems and its relevance to the individual employee’ s performance. It was gathered that
athough most respondents had knowledge of performance appraisal system at ther

facilities as much as 22.1% of respondents were not aware of a PAS at the Digtrict.
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Majority of the staff of GHS in the KNWD seems to have agreat deal of knowledge on
the appraisal system as magjority of respondents agrees that their facilities have an
appraisal system in place, and that the purpose of the performance appraisal are clearly
outlined, understood and accepted as showed in table 4.7. It also came out clearly that,
the appraisal system clearly identifies key performance criteria but however, disagreed
that the criteria was developed in consultation with workers and appraisers. Staff
agreeing that, the appraisal systemwasin place, the purpose and criteriaclearly outlined,
understood and accepted, the criteria should have been developed in consultation with
workers and appraisers in line with the GHS PA policy. This however contravenes the

PMS and could affect patronage and ownership of the process by staff and appraisers.

The possible reasons are that respondents who were not aware of the PAS could either
be new recruits or do not have enough education on the hospital’ s PAS, or have not been
involved in the appraisal process. It raises the need therefore for an extensive education

to be carried out on the GHS PAS.

Most respondents who were aware of the PASalso admitted to thefact that the PASclearly
identified the purpose of the performance appraisal including Key performance criteria
such as competencies, behaviours, results or outcomes. However, indications were that
these key performance criteria were not developed in consultation with workers and

appraisers (seetable 4.8)

This finding approximates to findings of Lutwama et al, 2013 which demonstrated that,
although health care workers underwent annual performance assessments, not everybody

knew what they comprised. All health care workers should be made aware of performance
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management and its importance to improving health service delivery as well as their

individual capabilities.

5.3 Relevance of Appraisal System in Identifying Employees Strengths and
Weakness

The PAS of the Kassena Nankana West District has clearly established key objectives.
These objectives, which reflect GHS policy, am at the individual, the supervisor and

the organisation.

The stated objectives of GHS' s PAS are consistent with Duraisingam & Skinner’s
(2005) position which suggest that, performance appraisals are useful for organisations
in several ways including: professional development (identifying strengths and
weaknesses in performance, implementing strategies for improvement), determining
organisational training and development needs, making and validating administrative
decisions (e.g., pay, promotion, placement, termination), identifying systemic factors

that are barriersto, or facilitators of, effective performance.

The results from the data collected, showed that, the appraisal system was relevant in
identifying staffs strengths and weakness. In exploring this area, respondents affirmed
that, the results of the performance appraisa is a true reflection of their ability and
further points out that, the PA system is pertinent in identifying their strength and
weaknesses as shown in table 4.11. The study found that 47.8% respondents did not
believe that previous appraisal results were a true reflection of their ability and so
discounted the pertinence of the performance appraisal system in their particular
instance in identifying employee strength and weaknesses (see table 4.10). The PA

results seems to affect the attitude of staff towards work. As to whether the change in
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attitude is positive or negative, the survey questions did not explore that and calls for
the need for it to be further explored. It was however a worry to respondents that their
job performance during the year was not often communicated to them. Only 15 (13.2%)
respondents were frequently communicated too, about their job performance. Mgjority
of respondents were never communicated to on their job performance during the past
year. Thisis contrato the description of performance management by Armstrong who
underscores the need to routinely provide feedback to appraisees as a motivation for

them to desire to achieve their set targets, Armstrong, 2009.

Armstrong and Baron (2005) and Amos et al. (2008) further point out that the goal of a
performance management system is to collaboratively determine individual work-
related objectives in accordance with organisationa objectives, review performance
against the set objectives, and provide the employee with feedback as a means of
motivating the employee to achieve his or her full potential, to experience satisfaction
and commitment, and to contribute to organisational success. Thisisin line with goal
setting theory proposed by Edwin Locke (1968). Thistheory suggeststhat the individual
goals established by an employee play an important role in motivating him for superior
performance. This is because the employees keep following their goals. If these goals
are not achieved, they either improve their performance or modify the goals and make
them more redlistic. In case the performance improves it will result in achievement of

the performance management system aims (Salaman et al, 2005).

Again, athough evidence suggested that the appraisal interview is designed to be a

constructive two-way discussion of performance and goa setting, workers are not
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provided with regular feedback to help improve their performance, which is a key

objective of the PAS (seefig. 4.3).

Employees should participate with their supervisors in the creation of their own
performance goal s and devel opment plans. Mutual agreement isakey to success. A plan
wherein the employee feels some degree of ownership ismorelikely to be accepted than

one that isimposed.

Further, on the few occasions that feedback has been provided, most respondents have
not found them satisfactory. In performance appraisal the feedback delivery helps the
organization in decision making, enhancing of productivity and effectiveness within the
organization. Awosanyaand Ademola (2008), have suggested that the lack of afeedback
process in performance appraisa creates a gap when evaluating employees
performance. Respondents suggested that feedback provided has not been constructive

(seefig. 4.4).

Despite the various uses of performance appraisal, such as its use as a valuable and
essential tool in organizational improvement, providing a comprehensive overview of
the practices and key components in performance appraisal processes such as feedback,
learning, and teamwork in the performance appraisal process; some staff 29 (26.7%)
still lack confidence in the whole process. Most respondents believe that the
performance appraisal exercise is not given the seriousness it deserves by both
appraisers and appraisees. This undermines the integrity of the whole process. It is
possible that, most respondents, especially those in the lower categories may not be
educated enough and encouraged to understand and participate effectively in the

appraisal process as alluded to in earlier discussions. They obviously will show lack of
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interest and may not derive theintended benefits of performance appraisal. The question
arises therefore as to whether Performance Appraisal Systems are able to achieve the

set objectives?

This particular question sought to establish the relevance of the performance appraisal
system in identifying employees strengths and weaknesses at the KNWD. Also, it was
to identify what programmes were in place to address weaknesses and reward

performance.

The study found that most respondents did not believe that previous appraisal results
were atrue reflection of their ability and so discounted the pertinence of the performance
appraisal system in their particular instance in identifying employee strength and
weaknesses. Thiswas linked to an earlier assertion that the PA system at KNWD lacked
fairness and objectivity. Thisisin line with the equity theory, devel oped by John Stacey
Adams in the 1960s which says that satisfaction is based on a person's perception of
fairness. Applying this theory when conducting a company's performance appraisals
involves balancing the assessment of an employee's contribution to his job with the
compensation and other rewards associated with his success. In general, highly-paid and
rewarded employees tend to be the most motivated to continue performing well on the
job. Effectively, respondents could not relate change in employee attitude to PAS but
rather suggested that employee attitude was more influenced by motivationa policies

and packages.

Again, there was no evidence to suggest the existence of effective structures that address

weaknesses and reward performance. Respondents had largely answered in the negative to

this question (see table 4.14).
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This is an indication of a certain level of weakness on the part of management in
managing employee performance, thus defeating a major objective of performance

appraisal and compromising the quality of service delivery at the facilities.

The success of a Performance Appraisal System hinges on the availability of resources to
implement an effective performance appraisal system. The study however identified this

as a maor weakness in the KNWD’s PA system. This was largely corroborated by
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respondents as in table 4.15.

Again, there was no evidence to suggest the existence of effective structuresthat address
weaknesses and reward performance. Respondents had largely answered in the negative

to this question (see table 4.14).

This is an indication of a certain level of weakness on the part of management in
managing employee performance, thus defeating a major objective of performance

appraisal and compromising the quality of service delivery at the facilities.

The success of a Performance Appraisal System hinges on the availability of resources
to implement an effective performance appraisal system. The study however identified
this as amagjor weakness in the district’s PAS. This was largely upheld by respondents

(see table 4.15).

Assessing the strengths and weaknesses of the SPA system could provide an inside into
effectiveness of the SPA system. Exploring these, most participants disagreed that the
appraisal systemsintheir facilities adequately reflected the situation on the ground. This

could be suggestive that, it was only done to meet demands but not necessarily to
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improve performance. This was also confirmed by the response of the maority who

agreed that there were challenges in the appraisal system that affected results (fig. 4.6).

5.4 Beliefs, Attitudes and Per ception of staff on appraisal system and process

The performance appraisal exercise is not a bad one, but it may not probably be taken
seriously by all appraisers and appraisees. These beliefs, attitudes and perception of
appraisers and appraisees largely bordered on the process, the parties involved, and the
resources involved. Most respondents believe that the performance appraisal exerciseis
being given the seriousness it deserves by both appraisers and appraisees. This is
positive in the achievement of the objectives of PAS in the GHS, it serves as a good
grounds for improving the PAS in the GHS. In support of that, the mgjority of the
respondents said yes to the statement that “is the worker encouraged to participatein the
discussion of performance appraisal?’ which hasapositiveimpact onindividua attitude
towards PAS. The over 40% of respondents who either said no, sometimes or no ideaiis
however large enough to seriously affect individual attitude and the overall PASin the
KNWD. This undermines the integrity of the whole process. Again, most respondents,
especialy those in the lower categories are not educated enough and encouraged to
understand and participate effectively in the appraisal process as aluded to in earlier

discussions.

Also, some employees have a negative attitude towards the appraisal process. This might
stem from their perception of the process as unfair or an opportunity for superiors to
victimize some subordinates. These perceptions will have to be worked on to get workers
to develop the necessary attitude to performance appraisal at the district. It also appeared

that the PAS did not provide an opportunity for individuals to provide inputs into what
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they should be doing, as indicated by the 40% plus responses to that statement. They
believed the performance management system did not give an opportunity to the
individual to provide inputs on how to do their work. Almost all employees believed that
thelir attitude towards the performance appraisal process was both positive and negétive.
There was a positive response from the majority of the employees who said that they had
no negative attitude towards the PA process. It was however aworry that close to half of
all respondents had either a negative attitude, sometimes or had no idea of their attitude.

If these large number, is not taken care of, then the entire process could be jeopardized.

Misconception about the efficiency of the appraisal system was also recorded by majority
of the respondents was one of the perception of the PAS. What this question did not
explore however, was the nature of the misconception, which may need to be further
examined. These misconceptions was observed by maority of participants to be

negatively affecting the appraisal process.

In an attempt to find out to what extend the PA process is consistence with the rules and
regulation of GHS, maority of respondents said it was fair. Fairness in the PA system is
one of the factors identified by Fletcher among three others that are particularly important
in determining whether the employee engages in the process to help meet the objectives of
appraisal. He indicated that the employee’s perception of the assessment needs to be fair,
Fletcher, 2008. Though majority admitted that it was fair, as many as 27 (23.9%) remained
neutral and could not tell whether or not the appraisal system is fair, whiles 16(14.2%)
disagreed that the PA system was fair. Although the survey did not explore the reasons,
knowing the reasons for their perception could better improve the system. Some employees

may have a negative attitude towards the appraisal process. This might stem from their
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perception that, they see the process as unfair or an opportunity for superiors to victimize
some subordinates. These perceptions will have to be worked on to get workersto devel op

the necessary attitude towards performance appraisal in the district.

In finding out whether the appraisal system is consistent with the facility's objectives and
goals, majority of respondents affirmed it, and as many as40% felt that it was not consi stent
with their facilities objectives and goal. This contravenes the objectives of the GHS new
appraisal system which calls for linking PA with other key systems and process that will
ensure long-term sustainability and effectiveness. This number, thought the minority, is
large enough to influence and affect the PA process and staff performance. More than half
63(55.8%) of respondents felt that the appraisals goas that were set was not done by
negotiation, what then could it be? How werethe PA goal s set and by who? These questions
remains unanswered and would need to be further examined. In fact, this contradicts Abu-
Doleh & Weir, (2007), position that a performance appraisal is a systematic general and
periodic process that assesses an individual employee's job performance and productivity
inrelation to certain pre-established criteria and organizational objectives. They say, other
aspects of individual employees are considered as well, such as organizationa citizenship
behaviour, accomplishments, potential for future improvement, strengths and weaknesses,
etc. (Muchinsky, 2006). On the contrary, 66(58.4%) of respondents agreed that there was
aclear agreement on performance objective. It baffles how an agreement could be reached
on performance objectives without a negotiation, which again confirms Doleh & Weir's
(2007) position. It could however be as a results of challenges due to language

comprehension by the respondents which will need to be properly and further interrogated.
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According to Montather, (2014), Performance Appraisalsis the assessment of individual’s
performancein asystematic way. It isadevelopmental tool used for all round development
of the employee and the organization. The performance is measured against such factors
as job knowledge, quality and quantity of output, initiative, leadership abilities,
supervision, dependability, co-operation, judgment, versatility and health. It is difficult to
figure out how the appraisal measures could be individualy tailored for each job without

the goal s being set by negotiation as the majority 68 (60.2%) expects asto believe.

Most of the respondents agrees that the assessment tools are structured with clear
explanation about the criteria to be assessed and performance standards, this further
affirms that the Appraisal Processes in the facilities are consistent with GHS's Rules and

Regulations.

Understanding the PA process is a necessary impetus to the execution of an effective and
efficient system of appraisal. PA is planned, developed and implemented through a series
of steps or processes. This section tried to ascertain whether or not the appraisal processis

being adhered to and whether its goals are achieved.

In an attempt to find out whether the PAS follows the laid down procedure, magjority of
respondents said yes the laid down procedures are being followed and that it includes an
assessment of factors in the work environment that may have an impact on performance.
Theintent of the PASisfor both the employer and employeeto be actively involved in the

process.

Majority of respondents said yes to the statement that both parties are involve in the PA

process, and further approved that the appraisal interview is designed to be a constructive,
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two way discussion of performance and goa setting, which is significant to achieving an

effective PAS.

The challenge however isthat, most of the respondents said they were not being provided
with regular feedback to help them improve their performance and this is a worrying
situation. Mandatory feedback from all levels should be encouraged. This is a very
important aspect of an effective appraisal system. This way, al employees (both
supervisors and subordinates) will be given feedback on their performance and will
facilitate the enforcement of the appraisal system. According to Tapomoy, 2006.
Performance feedback is given in order to improve the performance of employees. It is an
informal discussion to instruct, direct or prompt the employee to improve performance.
Provision of feedback must be; specific behaviour focused, impersonal, goal oriented, well

timed and well understood.

What then will be the significance of carrying out a perfect PA process and failing to use
the result to improve service ddivery or staff performance? Maybe we need to find out
why feedback is not provided for improved performance. It is even more worrying that, the
few who got feedback, mgjority of them said the feedback is not constructive, in other

words destructive.

Which then is a lesser evil, given a destructive feedback or not giving a all which
contravenes Tapomoy’s position. The managers of GHS in the district needs to critically

look into this area and work towards strengthening it.

There is the need to carry out a qualitative study on managers and supervisors to further

understand this area
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5.4. Challenges of Staff Performance Appraisal (SPA) System

The study also identified some challenges to the PAS at KNWD. These challenges
largely bordered on the process, the parties involved, and the resources involved. Most
respondents believe that the performance appraisal exercise is not given the seriousness
it deserves by both appraisers and appraisees. Again, most respondents, said yes, there
waslack of commitment to the SPA system by authorities. Thisunderminestheintegrity
of the whole process. Mgjority of respondentsin fig. 4.9, also said yes, there is lack of
interest by employee's to SPA systems especially those in the lower categories who
were not educated enough and encouraged to understand and participate effectively in
the appraisa process as alluded to in earlier discussions. They obviously will show lack

of interest and may not derive the intended benefits of performance appraisal.

Also, some employees have a negative attitude towards the appraisal process as a most
of them sees authorities’ failure to act on appraisal results is a challenge to the SPA
system. This might stem from their perception of the process as unfair or an opportunity
for superiors to victimize some subordinates. These perceptions will have to be worked
on to get workers to devel op the necessary attitude towards performance appraisal at the
district. This describes the lack of commitment by authorities to the PAS. It could also
be the Lack of competence on the part of some raters and supervisors. Top management
should choose the raters or the evaluators carefully. They should have the required
expertise and the knowledge to decide the criteria accurately. They should have the
experience and the necessary training to carry out the appraisal process objectively. The
appraisal process has sometimes encountered resistance from the employees based on

fear of victimisation and negative ratings. Therefore, the process of appraisal and its
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purpose should be clearly explained and communicated to employees by the

management of the facilities.
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CHAPTER SIX
6.0. CONCLUSION AND RECOMMENDATION
6.1. Introduction
The aim of the study was to investigate the effectiveness of Performance Appraisal
system of the GHS in the KNWD. Sufficient evidence from the research results indicates

that this study has succeeded in exploring its effectiveness in improving service delivery

The study used a cross sectional descriptive study with quantitative approach as aresearch
method. Questionnaire was used to collect the data to answer the research questions which
was viewed under nine main headings which assesses the overall performance appraisal
system in the GHS.

The chapter aso gives recommendations on how best the issues that were raised could be

addressed and other suggested areas for further research

6.1 Conclusion

Majority of the staff of GHS in the KNWD seemsto have agreat deal of knowledge on the
appraisal system with dl facilities haven an appraisal system in place with clearly outlined,
understood and accepted the purpose. The PA process was seen to be consistent with the
rules and regulation of GHS and thus was fair with clear agreement on performance
objective. The PAS follows the laid down procedures in the GHS performance
management system and includes an assessment of factors in the work environment that
may have an impact on performance. The performance appraisal exercise has also been
seen to be given the seriousness it deserves by both appraisers and appraisees. This is
positivein the achievement of the objectives of PASinthe GHS, it servesasagood grounds

for improving the PASin the GHS.
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Secondly, the appraisal system was relevant in identifying staffs strengths and weakness.
Staff confirmed that, the performance appraisal results was atrue reflection of their ability
and further points out that, the PA system is pertinent in identifying their strength and
weaknesses. Some staffs however, did not believe that previous appraisal results were a
truereflection of their ability and so discounted the pertinence of the performance appraisa

system in their particular instance in identifying employee strength and weaknesses.

Thirdly, staff had positive attitudes, beliefs and perceptions towards the performance

appraisal system and process.

These beliefs, attitudes and perception of appraisers and appraisees largely bordered on the
process, the partiesinvolved, and the resourcesinvolved. Most respondents believe that the
performance appraisal exerciseisbeing given the seriousnessit deserves by both appraisers
and appraisees. Thisis positive in the achievement of the objectives of PASin the GHS, it

serves as a good grounds for improving the PASin the GHS.

Finally, the study also identified some challenges to the performance appraisal system
in the KNWD. These challenges also largely bordered on the process, the parties
involved, and the resources involved. There were indication that, the performance
appraisal exercise was not given the seriousness it deserves by managers and staff and

there was lack of commitment to the SPA system by authorities.

Also, some employees have a negative attitude towards the appraisal process as a most
of them sees authorities' failure to act on appraisal results as a challenge to the SPA
system. This might stem from their perception of the process as unfair or an opportunity

for superiors to victimize some subordinates.
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Notwithstanding these conclusions, the study revealed the following weaknesses that will

need to be considered:
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. Thekey performance criteriawere not developed in consultation with workers and

appraisers

. The appraisals goals that were set was unilateral

. The study found that most respondents did not believe that previous appraisal

results were atrue reflection of their ability and so discounted the pertinence of the
performance appraisal system in their particular instance in identifying employee

strength and weaknesses

. There was no evidence to suggest the existence of effective structures that address

weaknesses and reward performance.

. The success of a Performance Appraisa System hinges on the availability of

resources to implement an effective performance appraisal system. The study
however identified non-availability of resources as a mgjor weakness in the
district’s PAS.

Some employees have anegative attitude towards the appraisal process. This might
stem from their perception of the process as unfair or an opportunity for superiors

to victimize some subordinates.

. The performance appraisal system did not give an opportunity to the individua to

provide inputs on how to do their work.

. There are misconceptions about the efficiency of the appraisal system.

. Thefeedback from PAS was seen as not constructive.
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10. It was also redlised that the performance appraisal exercise is not given the
seriousness it deserves by some appraisers and appraisees. This undermines the

integrity of the whole process.

6.2 Implication of the research
The conduct of this research was guided by four objectives as discussed in Section 1.4.2

and restated below for ease of reference.

1. To assess the knowledge of health workers on the existing Performance Appraisa
System within the GHS of the Kassena Nankana West District.
2. To assess how the Performance Appraisal System identifies employees’ strengths
and weaknesses.
3. To assess the attitudes, beliefs and perceptions of health workers about the
effectiveness of the Performance Appraisal system and process.
4. To assess the challenges of the performance appraisal system in the GHS in the
Kassena Nankana West district
The Performance Appraisal is gaining much more attention in line with the GHS push
towards improved performance management as a means to enhance service delivery and

to maintain organisational discipline and focus.

Based on the conclusions emerging from the analysis of the Research objectives, as
discussed above, the implications of the research on relevant Government policies aswell
asthe operational practicesof GHSisoutlined. Theimplication on the policy and practices

are as follows:
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6.3 Managerial I mplication

The following section will discuss the implication of this research to employees and

management of GHS

The usage of SPA in the performance management system has a significant effects
toward GHS employees. The changes that took place in engaging a new PMS has
affected their work related attitude and thus, would have an impact towards their
work performance. Based on this research, the learning and career devel opment
focus has failed to establish a positive relationship with the employees' attitude
towards SPA. It indicates that the awareness of factors that affect performance
among the employeesis still low.

GHS should consider adopting the definition of performance management found
in Armstrong (2009) and Armstrong and Baron (2005) instead of the current one.
Armstrong and Armstrong and Baron’s definition of performance management is

asfollows;

A systematic process for improving organizational performance by developing the
performance of individuals and teams. It is a means of getting better results by
understanding and managing performance within an agreed framework of planned
goals, standards and competency requirements. Processes exist for establishing shared
understanding about what is to be achieved, and for managing and developing people
in away that increases the probability that it will be achieved in the short and longer
term. (Armstrong 2009:9; Armstrong & Baron 2005:2). This may help focus the total
organisation on the organisational goals. In thisway, managers and employees will be

ableto align their objectives with organisationa goals.
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Management has neglected training and participation of the staff in developing the
performance measures, SPA objectives and goals. The consistent implementation
of policiesand proceduresin the SPA would enabl e the organisation to ensure that
the human capital could contribute to the realization of the organisational goals
(Huselid et al. 1997 cited in Mohd, 2014). GHS as a service provider, should be
abletoimplement aclear SPA system and most importantly, it should be consistent
for along period of timeto ensure that the GHS empl oyees would be ableto follow
and to use the SPA as the guideline in performing their daily task. Hence, the
policies and procedures should be justified and procedural justice should be

adhered so asto avoid any misunderstanding among the employees.

In this research, it was found that GHS employees had some understanding of the
SPA system but were not ready to face the changes in their working environment
and making SPA part and parcel of their work. ‘ The resistance to change should
be overcome by providing more education and information due to the fact that such
resistance has occurred because of the employees’ fear of the unknown’ and likely

victimization.

There is the need that from the job description, planning is done and continuous
observation done for continuous personal development and continuous
performanceimprovement. After every six months, feedback, review and coaching
needs to be done to enhance personal devel opment and performance improvement.
After a year, assessment should be done to reward performance and further

personal devel opment and encourage performance improvement.
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VI.  Under performance management, object and target setting should be maintained.
However, the emphasis should be on the link between these objectives and targets
and the facility goals. GHS needs to address the issue of consistency in applying
performance appraisal to ensure a sense of justice. This may aso result in an

experience of benefit to the individual .

VIl.  GHSshould clearly outline the purpose and objectives of performance appraisal to
be clearly understood by employees at all levels. It isimportant for all employees
to be made aware that for performance appraisal to succeed, it requires them to be
totally responsible and understand the effect of every employee's actions on the

success of the organisation.

6.4 Recommendations
The success of an organisation is mainly determined by the effectiveness and
efficiency of its management. For improved performance appraisal and management,

the following is recommended:

1. The human resource division of GHS should organise continuous training and
workshops for managers and staffs on the performance appraisal systemin all
the facilities to remind all managers and employees about performance
management and appraisal, and what is expected of them.

2. Management should be flexible, transparent and responsive, by clearly
articulating job expectations to al employees across all job categories and
aligning them by communi cating expectations for the empl oyees to understand

the compl ete performance appraisal process.
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Management should be consistent, fair and reasonable by applying job
expectations and work rules equally across all job categories and engage
employees in al decisions concerning performance appraisal. This, according
to Nelson and Quick, 2008, will make people employ and express themselves
physically, cognitively and emotionally as they perform their jobs and their
work roles.
Provide feedback to employeesinstantaneously for the employee to understand
where he or she has not performed well.
From the job description, planning is done and continuous observation done
for continuous personal development and continuous performance
improvement. After every three months, feedback, review and coaching should
be done to enhance personal development and performance improvement.
After a year, assessment should be done to reward performance and further
personal devel opment and encourage performance improvement.
For improved service delivery in the GHS, it will be necessary to adopt the
strategy definition. This is the only way that each individual will be able to
understand how hisor her objectives match the organisation’ sgoals. Thisraises
the question of how well employees are informed about organisational goals.
It also questions the individuals' understanding of their role in organisational
goa achievement.
That further studies should be conducted in the following areas:

Qualitative research should also be carried out among health workers to

obtain in-depth information about the factors that enhance or impede their
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performance and the performance appraisal. Other Districts of the region
and beyond should also beincluded in the research to provide better grounds
for generalisation.

Research should be conducted to establish the effects of feedback given to
health care workers by managers on whether and how thisfeedback changes
their performance behaviour.

Whether or not the performance of the employeesis properly managed and
whether or not the performance appraisal isyiel ding the results and meeting

the intended objectives of GHS.
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Appendix |: Questionnaire

QUESTIONNAIRE

Dear Participant,

Thank you for agreeing to participate in this questionnaire on the Performance
Management System of Ghana Health Service. Thisis part of a study that isto examine
the effects of staff Performance Management System on the achievement of
organisational objectives in the Ghana Health Service (GHS) with particular reference
to staff performance appraisal in the Kassena Nankana West District of the Upper East
Region. Please select your preference from the options provided by ticking (V) the
appropriate box on section (a) and follow the other instructions in the ensuing sections.
Where the question asked is open-ended, kindly answer as appropriate. Completing this
guestionnaire will not take more than 20 minutes of your time.

The datato be collected isfor academic purpose and will be kept confidential. No personal
identity is required for this questionnaire. You are at liberty to ask questions for any
clarification before consenting to this request to respond to the questions contained in this

questionnaire.

| count on your cooperation.
Thank you.

Ayamba Peter Akudugu
UDS/CHD/175/14
(Candidate)

RESPONDENT
Signature/Thumbprint of respondent ........................... Date.....cooovviiennns

DATA COLECTOR

NAME OF RESEARCH ASSISTANT ... e
SIGNATURE. ... DATE: ..
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a: Background Information

1
2.

© o N o O

Sex: Made [_| Femael |
Agegroup: 18-25[ 1 26-35 [_136-45[_ 1  46-55[_1 56 +

]

Marital status: single [ 1 Maried [__] Divorced [ Other specify:
Highest Qualification: BECE ] sSCE [ Certificate | Diploma [__]
Degree

[ 1 other (SPECITY ) e

JOD DESCIIPLION. .. e et e e e e e e e e e e
Year/length Of SErVICe ... ...
POSITION ... e e

10. Number of Yearsin Current POSItION .......c.uvuiieiis o e e v e

b) Knowledge of staff of the existing Performance Appraisal System in the GHS

On a scale of 1 to 5, to what extent do you agree with the following statements about
performance appraisal in your facility? (5= Strongly Agree, 4=Agree, 3=Neutrd,
2=Disagree, 1= strongly disagree).

Scale

1 23 45

1. My facility has got an appraisal system in place.

2. The purposes of the performance appraisal are clearly outlined,

understood and accepted.

3. Key performance criteria (i.e., competencies, behaviours, results

/ outcomes) have been clearly identified.

4. The criteriahave been devel oped in consul tation with workers and

appraisers.
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c) Relevanceof Appraisal Systemin Identifying Employees Strengthsand Weakness.
To what extend do you agree with the following statements (Please Tick Yes, No,
sometimes or No ideain the space provided)

yes no Sometimes No
idea

1. Are the results of performance appraisal atrue reflection of
your ability?

2. Is the appraisal system pertinent in identifying employee
strength and weaknesses?

3. Has attitude towards work changed as a result of the
performance appraisal?

4. How often are apprai ses communicated to on job performance during the year?
Frequently L] Occasionally [ 1 Never [

d) Existence of Programmesto Address Weaknesses and Rewar d Perfor mance.

To what extend do you agree with these statement (Please Tick yes, no, sometimes or no
idea in the space provided)

Yes No Some No

times Ildea

1. Are there structures to address weaknesses and reward
performance?

2. Are there resources available to implement an effective
performance appraisal system?

€) Consistency of Appraisal Processwith GHS s Rules and Regulations

On ascae of 1to 5, to what extent do you agree with the following statements about the
consistency of performance appraisal process with GHS's Rules and Regulations in your
facility? (5= Strongly Agree, 4=Agree, 3=Neutral, 2=Disagree, 1= strongly disagree)

Scale 1 2 3 45

=

The performance appraisal system in my facility isfair

N

The appraisal programis consistent with my facility’ s objectives
and goals

The goals are set by negotiation

Thereis aclear agreement on performance objectives

The appraisal measures are individually tailored for each job

o gk~ w

The assessment tools are structured with clear explanations
about the criteriato be assessed, and performance standards
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f) Beliefs, Attitudes and Per ception of Appraises and Appraisers.

To what extend do you agree with the following statements. (Please Tick yes, no,

sometimes or no idea in the space provided)

1. Is the exercise of an appraisal taken seriously by
appraisers and appraisees?

Yes No Sometimes Noldea

2. Isthe worker encouraged to participate in discussions?

3. Do employees have a negative attitude towards the
appraisal process?

4. Do workers have misconceptions about the efficiency
of the appraisal system?

5. Do misconceptions held by workers negatively affect
the appraisal process?

g) Appraisal Process

To what extend do you agree with the following statement on the appraisal process.

(Tick yes, no, sometimes or no idea in the space provided)

1. Doesthe appraisal process follow alaid down procedure?

Yes No somet No

IES

ldea

2. Doesthe appraisal process include an assessment of factorsin the
work environment that may impact on performance?

3. Are dl parties (i.e., supervisors and workers) involved in the
performance appraisal process?

4. Isthe appraisal interview designed to be a constructive, two-way
discussion of performance and goal setting?

5. Areworkers provided with regular feedback to help improvetheir
performance?

6. Is feedback provided constructive?
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h) Strengths and W eaknesses of Staff Perfor mance Appraisal System

On a scale of 1 to 5, to what extent do you agree with the following statements about
performance appraisal in your facility? (5= Strongly Agree, 4=Agree, 3=Neutral,
2=Disagree, 1= strongly disagree)

Scale 1 2 3 4 5

1. The appraisal system is strong enough to adequately reflect the
situation on the ground

2. There are challenges in the appraisal system that affects results

I) Challenges of Staff Performance Appraisal (SPA) System

To what extent do you agree with the following as chalenges in the staff appraisa
system in your facility? (Tick yes, no, sometimes or no ideain the space provided)

Yes No Sometimes Noldea

1. Lack of commitment of authoritiesto SPA system

2. Lack of interest by employees

3. Failure to act on the appraisal results

4. Failure by appraisers to provide feedback to appraises

j) Kindly indicate any suggestion(s) that in your opinion will improve the GHS appraisal
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Appendix I1: Request letter

158



g UNIVERSITY FOR DEVELOPMENT STUDIES

www.udsspace.uds.edu.gh

Appendix I11: Map of Kassena Nankana West District indicating Sub-districts and

communities

Source: Annual Report, 2014
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