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ABSTRACT

This research aims to contribute to the body of knowledge and advancement in the
debates regarding ‘Best Practice’ PMS (HRM) vs. ‘Best Fit’. The main objective of
this research is to investigate PMS existing in the Department of Administration of
Justice in Botswana. The research identifies gaps between ‘Best Practice PMS (HRM)
and PMS which currently exists in the department and suggests changes in order to
reduce gaps between ‘Best Practice’ PMS (HRM) and PMS current practice. The
research also explores the applicability of ‘Best Practice’ PMS (HRM) in the context
of a developing country. According to the ‘Best Practice’ PMS (HRM), the core
process entails observing the internal and external environment of an organisation,
planning and designing a PMS, acting on the PMS and reviewing the PMS. The ‘Best
Practice’ PMS (HRM) process, frameworks and PMS contextual factors were used to
guide data collection and data analysis in this research. The department was selected
because of its importance in Botswana regarding its responsibility for issues relating
to the constitution, human rights, safety, reliability, stability, independence,
impartiality, gaining confidence and respect inside and outside the country. This
research aims to address some of the gaps identified in the literature reviewed. The
literature revealed that most of the previous studies concentrated on the PMS and

performance measurement systems in private organisations, particularly on PMS in

the context of developed countries. This research adopted a single-case study
approach in order to gain in-depth understanding regarding PMS existing in the case
under investigation. Purposeful sampling technique was applied to select the

department as case in the public sector in Botswana. Quantitative and qualitative data

collection methods were used.

The key findings from this research suggest that, to a certain degree, the department
followed the ‘Best Practice’ PMS (HRM) process. Results indicate that the PMS
existing in the department was Key Performance Indicators (KPI)-Based PMS. The
major gaps identified in this research include the lack of integration of HR strategy
into PMS and organisational vision, strategic goals and objectives not linked with
team and individuals. Furthermore, the department used a ‘Top-Down’ approach to
PMS. Although there were some strengths to KPI-Based PMS existing in the
department, there were some departures from ‘Best Practice’ PMS (HRM). The
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research suggests that integration of a HRM strategy into PMS; linking department’s
vision, strategic goals with team and individuals; training and developing staff in
PMS; a bottom-up approach to PMS and training and developing managers would
enhance PMS in the department. Furthermore, improving communication,
commitment, support and ownership by senior and middle managers in the

department would strengthen the KPI-Based PMS. Since PMS is a new concept in
Botswana, future research should further explore and investigate the usage and impact
of PMS in the department and the public sector at large. Findings from this research
have provided the context under which KPI-Based PMS could be applied. Though
findings are specific to Department of Administration of Justice in Botswana, multiple
case studies would further strengthen research regarding the applicability of a KPI-

Based PMS in the context of a developing country.
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CHAPTER 1

INTRODUCTION

1.1 Introduction

Over the last two decades, public organisations have been under increasing pressure

from customers, public and politicians for better service provision, sound financial
management, performance and effectiveness. Due to mounting pressure to perform
and be effective, governments in both developed and developing countries have
adopted various strategies under the banners including privatisation, re-organisation,
re-inventing government, modernisation, new public management, in order to

improve performance, accountability and service delivery of public sector
organisations (OECD, 1995; Christen and Laegreid, 2002; Haruna, 2003; Hugue and

Yep, 2003; Radnor and McGuire, 2003). As revealed by the literature reviewed,
public organisations are adopting performance management, measurement and

performance improvement strategies initially designed for and applied in the private

sector. Academics and practitioners have suggested to organisations to re-evaluate the

stance of performance management as an integral part of HRM. Various ‘Best
Practice’ PMS (HRM) processes, frameworks and approaches have been developed
and suggested by academics and practitioners in order to help firms identify their
performance management needs and design appropriate performance management
systems (Sparrow and Hiltrop, 1994; Armstrong and Baron, 1998; Olve et al., 2000:
Gibb, 2002). ‘Best Practice’ advocates for HRM policies, programmes and practices

that could be universally applied and could lead to high performance (Armstrong and



Baron, 1998; Boxall and Purcell, 2003). On the other hand, proponents of ‘Best Fit’
argue that HRM policies and practices are affected by contextual factors (Tyson,
1995; Guest, 1987; Armstrong and Baron, 1998; Armstrong, 2001; Purcell, 1999;
Boxall and Purcell, 2003). Organisational should design PMS and HRM strategy,

policies and practices depending on their needs and context of the firm.

The ‘Best Practice’ PMS (HRM) suggest that a holistic and integrative approach to
PMS. According to Best Practice’ PMS (HRM), following the core process of
observing, planning and designing, acting and reviewing a PMS would help
organisations identify their performance management needs and formulate appropriate
systems. Furthermore, the ‘Best Practice’ PMS (HRM) emphasises the link and
alignment of organisational mission, vision, strategic objectives and goals with team

and individual goals and aspirations. The ultimate aim of a PMS is to improve
individual, team and organisational performance and effectiveness. There are
contextual factors that affect PMS process (Armstrong and Baron, 1998; Boxall and
Purcell, 2003 and others). The contextual factors include organisational structure and

systems, work processes, climate, policy, technology, national and international laws

and regulations and culture (Boxall and Purcell 2003). In addition, various
frameworks and approaches have been suggested for organisations to base their PM
systems, for example, key performance indicators, balance scorecards and best value

(Kaplan and Norton, 1996b; Olve et al., 2000; Gibb, 2002; Radnor and McGuire,

2003).

As noted by various academics and practitioners, despite the availability of ‘Best

Practice’ PMS (HRM), there are limitations to their applications. The limitations



include: piece-meal and quick fix approaches; rushed implementation; resistance to
change; difficulty in deciding most appropriate best practice bundles; 1solated HR
processes and functions; lack of linkage between individual and organisational
objectives; lack of training and development; limited participation and lack of top

management support, ownership and commitment (Guest, 1990; IPM, 1992; Hartle,

1995; Armstrong and Baron, 1998; Purcell, 1999; Hendry et al., 2000; Haruna, 2003).

1.2 Background of the study

The Department of Administration of Justice is one of the independent arms of
government responsible for maintaining stability and social justice by providing
justice fairly and independently. The Department of Administration of Justice 1s a
unique department that was established according to the constitution of Botswana to

impart justice swiftly and promptly. As stated in the organisation and review of 1995,

the Department of Administration of Justice deals with highly sensitive matters. The

department therefore, needs all financial and infrastructural support to be effective in

its work (Botswana Government, 1995). The Department of Administration of Justice
needs the right respect and independence from government, as it provides for people
to pursue claim to justice, and doing so upholds justice and the rule of law. The
Department of Administration of Justice is responsible for administering laws of
Botswana guided by the constitution of the country. The function of the Department
of Administration of Justice includes ‘upholding provisions in the Constitution of
Botswana of fundamental rights, freedom of individual, including dignity, respect for
justice and confidence in the justice system’ (Botswana Government, 1995, p.36). The

department has high level of accountability, including impartiality, justice of the law



and judge according to the law (Botswana Government, 1995). Furthermore, the
judicial system should be independent in interpreting and enforcing the laws of
Botswana. The department was selected as a case study because of its importance in
the economy in upholding provisions of the constitution, protecting the rights and
freedoms of individuals. The department has the responsibility of interpreting and

dispensing law and order impartially and independently, earning respect and

confidence of citizens and the international community.

PMS was introduced in Botswana’s public sector in 1999 in order to address problems
relating to low productivity, low morale, and lack of accountability, poor performance
and service delivery. PMS was adopted as a new strategy to improve performance and
service delivery in public organisations. Performance improvement initiatives
introduced in public service prior to PMS include job evaluation and work

improvement teams (WITS). However, former performance improvement initiatives

were not as effective as was expected. PMS was, therefore, introduced in 1999 as the

latest strategy to improve performance and service delivery in the public sector.

The public sector plays a significant role in the economy of Botswana through
employment and provision of development programmes and social services by

various government ministries and independent departments. The Department of
Administration of Justice had performance and service delivery problems, as did other
government ministries and departments. The department had performance and HRM

related problems including: backlog of cases due to staff shortages; high turnover of

professional staff because of unattractive terms and conditions of service; lack of

court facilities and office space; a weak appraisal system; and weak internal



communication (Botswana Government, 1995; Somolekae et al., 1999). In addition,
the public and users of services provided by the department were complaining about
the delay in justice delivery, for example the accused spending too long in prisons
awaiting trial (Somolekae et al., 1999). PMS was therefore, introduced to alleviate the

department of problems related to performance, lack of accountability, low staff

motivation, and slowness in service delivery.

The focus of this research was on the Department of Administration of Justice as a
case in the public service. The Department of Administration of Justice was selected

as a case for in-depth study regarding PMS process, framework and contextual

factors. Additionally, the department was selected because it appeared to be ahead in
PMS implementation compared to other government departments. This research
provided an opportunity to investigate the ‘Best Practice’ PMS (HRM) versus ‘Best

Fit’ in the context of a developing country.

1.3 Definition of Performance Management

There are various definitions of performance management and performance
management systems, as the brief definitions that follow will demonstrate. This thesis
aligns with the definition by Armstrong and Baron (1998) that views PMS as a
strategic and integrated approach to delivering sustained success to organisations by
improving the performance of people who work in them and by developing the
capabilities of teams and individual contributors (Armstrong and Baron, 1998).
Armstrong and Baron (1998) define performance management as holistic (all

embracing) approach to managing performance and concerns all in the organisation.



Furthermore, Armstrong and Baron (1998) state that PMS is a strategic and integrated
system to managing, monitoring, measuring and improving performance. Thus PMS
is a holistic process that integrates HR strategy and aims to improve individual, teams

and the organisation they work 1n.

Performance management 1s one of the most significant Human Resource
Management (HRM) functions to improve employee and organisational performance
and has an impact on productivity and service delivery. As defined by Storey (2001),
HRM is an approach to employment management aiming at achieving competitive
advantage through strategic employment of highly capable and workforce by utilising
people management techniques. HRM or people management techniques include

recruitment and selection, motivating, performance appraisal, training and

~ development and employee relations. This research is interested in the KPI-Based

PMS to managing, monitoring, reviewing and improving performance of people and

the organisation they work in. The KPI-Based PMS involves development of
objectives that are specific, measurable, achievable, realistic and time bound

(SMART), top-down and bottom-up approach and value for money in public sector

(Flapper et al., 1996; Gibb 2002). Key performance indicator and critical success
factors are said to be common in organisations, (De Waal, 2003). Critical success
factors are generated from organisation’s mission statement and performance
measures for each success factors are defined using key performance indicators

(Sinclair and Zairi, 1995). Furthermore, performance indicators can be at strategic and

operational level (Flapper et al., 1996).



Armstrong and Baron (1998) view performance management as a holistic (all
embracing) approach to managing performance and concerns all in the organisation.
Armstrong (2001) asserts that performance management is based on the principle of
management by agreement or contract rather than management by command.
Armstrong further maintains that performance management emphasises development

and the initiation of self-managed learning plans as well as the integration of

individual and organisational objectives. Armstrong (2001) asserts that:

“The integrative process is not just about cascading objectives downwards. There should

be an upward flow which provides for participation in goal setting and the opportunity for
individuals to contribute to the formulation of their own objectives and to the objectives

of their teams, functions and ultimately the organisation’ (p.487).

Hartle (1995) share the same view with Armstrong and Baron (1998) by defining
performance management as a holistic, total management approach, which fits with

organisation’s work cultures. Hartle further defines performance management as a

process that creates ‘empowering climate for individuals and teams, has effective
links with rewards and strives in a motivating work climate’ (p.61-60). Armstrong and
Baron (1998) suggest that ‘performance management should address both aspects of

performance regarding what people achieve and how they achieved it’ (p.392).

IRS (1992) view performance management ‘as a structured approach to improving the
performance of individual employees, departments and the organisation as a whole,
through the setting and monitoring of performance targets at every level’ (p.2).

Hendry et al., (2000) point out that performance management should be a goal driven

process and that the key process is communication and clarification of goals. Sparrow
and Hiltrop (1994) view performance management as ‘an area of human resource

management that has the potential to make the most significant contribution to



organisational etfectiveness and growth’ (p.551). Hartle (1995) points out that

performance management was a once a year appraisal process in the 1960s and 1970s
and a throughout the year appraisal process (MBO) in the 1980s. Hartle (1995) further
suggests that in the 1990s, performance management was holistic and change
oriented, where performance management was competency based, connected to
business and culture. Houldsworth (2001) views performance management within
organisations as ‘an ongoing process throughout the year, and if it i1s done well,
performance management is espoused as’ motivational and developmental, capable of

supporting and reinforcing a culture change’ (p.7). Houldsworth (2001) maintains that
performance management is closely associated with ‘soft’ HRM <ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>