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Abstract

This article addresses nexus between employee performance measurement and management in the African
public sector. This paper reviews the different performance measurement system design processes published in
the literature and creates a framework for comparing alternative approaches. The paper then proceeds to review
the literature on performance measurement system implementations and finds that the performance
measurement is at the stage of identifying difficulties and pitfalls to be avoided based on practitioner’s
experience and many attempts to introduce results-based management in the African public sectors are still
unsuccessful. Literature on public-sector performance management, however, points to problems in the design
and management of these systems and questions their effectiveness as policy tools for increasing governmental
accountability and performance. The paper further develops, from theory, a framework for analysing the
implementation of a performance measurement system and uses this framework to propose adoption of more
appropriate employee performance measurements. The paper concludes that specific processes are required to

continuously align the performance measurement system with outcomes-based performance management.
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1. Introduction

Reference [37] defined performance management as “a strategic and integrated approach to increasing the
effectiveness of organizations by improving the performance of the people who work in them and by developing
the capabilities of teams and individual contributors”. Furthermore, the main objective of human resources
management (HRM) is to utilize the human resources (HR) in a most optimal manner so that targets can be
achieved very effectively and efficiently. For this purpose managing employees’ performance measurement as a
whole is very important. According to B, for an organization to be effective for its goals, it is very important to
monitor or measure its employee performance on a regular basis. Employee performance measurement also
includes effective monitoring, providing timely feedback and reviews of the employees for their work and
performance according to the predetermined goals and solving the problems faced [70]. Reference [57] suggests

that timely recognition of the accomplishment motivates and helps to improve the performance of employees.

Nowadays, Nations spend more attention, time, and money on performance measurement and evaluation in the
public sector than ever before [49,45]. Reference [49] suggests seven main reasons for this new trend: the
changing nature of work; increasing competition; specific improvement initiatives; national and international
quality awards; changing organisational roles; changing external demands and the power of information
technology. Results-based management is the talk of the day at all levels of the public sector: local, regionally
and nationally in colleges and universities, local governments, and other administrative agencies, developmental
aid organizations (hongovernmental organizations and international nongovernmental organizations) and
organizations such as the World Bank, are all involved in producing data and information on performance
results and if possible, the impact [7]. References [44,45,46] refer to this as the “audit explosion” or the “audit
society.” Believers in New Public Management (NPM) attribute the high priority to measuring output and
outcomes and aim to base their new policies and management activities on this type of information, ideally

meant to make policy implementation more efficient and effective.

Reference [28] suggest that after planning and development activities, the next task of performance management
is to measure the performance of the people at work. Concept of performance is an important topic to put
emphasis on, in order to raise awareness among the workers about their own potentials and to get better
outcomes from them [38]. While [23] defines the performance assessment as "whatever role an employee has in
an organization, it is the inspection of his works, activities, inadequacies, competences, excesses and
incompetences that are examined. Briefly, performance assessment is an inspection of the employee as a whole
across all dimensions." Reference [54] define as the performance assessment as " a planned tool which is
integrating the success of individual at a given task, his attitude and behaviors at work, his moral conditions and

characteristics and contributions to the success of the organization”.

The most difficult part of the performance measurement policy is to accurately and objectively measure the
employee performance [64]. Measuring the performance covers the evaluation of the main tasks completed and
the accomplishments of the employee in a given time period in comparison with the goals set at the beginning of
the period [57]. Reference [1] avers that measuring also encompasses the quality of the accomplishments, the

compliance with the desired standards, the costs involved and the time taken in achieving the results. Reference
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[64] contend that measuring employee performance is the basis of performance appraisal policy and
performance management. Accurate and efficient performance measurement not only forms the basis of an

accurate performance review but also gives way to judging and measuring employee potential [4].

1.2 Employee performance measurement in African Public Sector

In the present competitive situation the organization in the public sector that gives better results can survive,
stabilize, grow and excel in the performance [50] and this helps a lot in achieving the objectives of the entire
nation. Further, performance management includes activities to ensure that goals are consistently being met in
an effective and efficient manner. Performance management can focus on functions of the organization, a
department, a process to build a product or a service, employees, etc. [36]. Reference [36] summarizes these
functions as follows: create healthy work environment; develop performance plans; selection of appropriate
people; decision regarding performance standard; plans for development of employees; measurement of
employee performance; conducts performance feedback; design compensation, recognition and reward system
and contributes in developing good will. Evaluation studies show that many attempts to introduce results-based

management in the public sector in African public sectors are still unsuccessful [15].

During the 1990s, in what has become known as the ‘new public sector management (NPM)’, many services in
growing and advanced economies, such as those in Africa, U.K. and Scandinavia, have come under pressure to
become more efficient and effective [39] so as to reduce their demands on taxpayers, while maintaining the
volume and quality of services supplied to the public. To achieve this, they have been subjected to the
introduction of various ‘private sector’ management techniques and the frequent adoption of some form of neo-
market system in which the purchasers and providers of public services have been split and are frequently

required to contract with each other.

Management control systems (hereafter, 1SO stds., PC, MCS) which are used in New Public Management
(NPM) have been introduced in several African countries such as Nigeria, Gambia, Ghana and now Kenya [42].
These are ““formal (written and standardized) information-based procedures and statements, used by managers
to monitor and influence the behavior and activities in a firm’” [59]. They enable managers not only to cope
with increasing information needs, but also to avoid loss of control because of lack of monitoring [25].
Reference [49] elucidates that these control procedures are cascaded from top to bottom. For example in
performance contracting every employee is expected to sign a performance contract with management while the
management signs with the supervisory entity. It follows that the individual performance culminates in the total
performance of the entire firm. The 1SO standards on the other hand comprises of procedures in quality control
manual which is adopted and used in all areas of the firm by employees to ensure quality service and products.
These management control systems are ideally meant to provide information about the entire organisation and

are therefore unable to measure individual employee performance accurately [49].

These control systems are costly and time-consuming to install and operate. As a consequence, early-stage firms
are likely to choose their systems selectively [62]. For example, the issues underlying the choices of formal

controls in early-stage firms differ from those confronted by mature firms for three reasons. First, mature

189



International Journal of Sciences: Basic and Applied Research (IJSBAR) (2017) Volume 36, No 1, pp 187-201

companies usually have an extensive amount of formal systems already in place and thus are less concerned
about running “‘out of control’’ than early-stage firms. Second, the first formal controls introduced provide a
foundation for the future development of formal controls in the firm [66,67,54]. In this respect, while the main
concern in a mature company will be how to integrate new formal controls with the existing ones, a young firm
must consider how the first formal controls will affect the choice of future formal controls. Third, early-stage
firms utilize informal control systems more intensely than do mature firms [33,35] and, thus, they might decide
to invest only in those formal controls that liberate managers from routine operations and allow them to

informally focus on the firm’s strategy.

This article therefore explores the implementation of multidimensional performance measurement of employees
and organisational management in the public sector. It discusses the various initiatives taken in an attempt to
improve the performance of employees in the public sector especially in African countries. This is followed by a
section that explores the purpose of employee measurement. The article looks at the failures experienced in the
performance of the public sector in the light of the new public order of liberalization and free enterprise. The
main concern here is the justification of continued use of taxes to support the public sector. The other concern is
the continued use of formal management controls that do not articulate the individual performance and
contribution in the organisation. The optimal utilization of the individual skills for the development of the firm
is also highlighted. This infers that appropriate performance measurement may be used as a suitable guide for
reward management. The research proposition explores the adoption of performance metrics which guide task
performance in the light of efficient use of available resources. Finally, the implications, conclusions, limitations

and recommended areas for further research are discussed.

2. Literature Review

2.1 Employee performance measurement

New Public Management (NPM) is an international or even a global phenomenon that represents and attempts
to correct the shortcomings of traditional public organization in efficiency and service-delivery to citizens, and
one of its central themes is to stress the importance of public managers’ discretionary space or freedom to
manage [49]. Reference [20] traces the use of performance measurement by [56], who suggested the criteria for
appraising administration. Reference [29] points out that though the earlier efforts have subsided, each of the
earlier reforms left a residue that has helped support subsequent attempts to introduce greater rationality into

public sector decision making.

Different criteria have been fixed in business firms for measurement of performance such as output per
hour/shift quality of work, behaviour, discipline and level of commitment [28]. This helps to find out the poor
and good performers out of the lot on the basis of measurement of performance so that further remedial action
can be taken. Performance measurement is following up the firm's program and reporting it appropriately [65]
and when it is done regularly by using suitable metrics, it is aimed to give the feedback needed by
administrative level [63]. Performance assessment is highly important while achieving the goals of the

organization and determining the individual contributions to the organization [57].
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Reference [68] confirms that performance measurement policy is the best tool for measuring employee
performance and guiding employee development and improvement. However, performance measurement policy
can be a frustrating ritual of the modern organization. Reference [61] states that the most frequent complaint is
that a large number of managers are poorly trained in how to give feedback to employees and they provide little
coaching, mentoring or support. Moreover, performance measurement policy procedures are often poorly
designed, making the policy cumbersome and difficult to administer. Reference [30] contends that employees
often place the entire burden of the review policy on the supervisor, doing little to seek feedback on employee
performance avenues for improvement or development. According to [61], employees often assume a defensive
position when deficiencies are pointed out. This is especially true if pay, recognition or rewards are at stake. In

addition, employees will resist a policy that is perceived to evaluate or reward unfairly [30].

Reference [48] highlights that conflicts on the purposes and goals of a performance measurement policy often
exist during implementation. The performance measurement policy must be part of a performance management
policy that emphasizes ongoing communication and coaching in order to motivate the employee [71].The
significant barriers to the implementation of an employee performance measurement policy are often neglected
[53]. While performance measurement policy may improve employee performance, ill-prepared performance
measurement policy can adversely impact on employee performance [12]. Reference [24] contend that
commitment from the organization to conduct performance measurement policy correctly is essential. This
includes logistical and technical support, in-depth job analysis and on-going training. According to [18],
managers may often fail to provide timely and accurate expectations and feedback to employees regarding
performance and when feedback is provided, it is often communicated incorrectly thereby reducing morale and
further reducing employee performance [61]. Furthermore, employee groups often oppose the implementation
of a performance measurement policy due to a variety of factors including distrust of management’s ability or

just a perception.

The goal of performance measurement is to access and summarize employee performance and develop future
work, performance goals and expectations. Performance measurement therefore is an important human
resources function, which provides management with a systematic basis for effectively recognizing and
evaluating the present and potential capabilities for human resources. The supervisors should continuously
determine how effectively their subordinates are performing different tasks. Employees should be evaluated
frequently, as this will contribute to increased employee efficiency and performance [57]. According to [36]
performance measurement policy is a joint process that involves both the supervisor and the employees, who
identify common goals, which correlate to the higher goals of the organization. If employees are effectively
evaluated, then the organization will experience increased performance and improved quality of output [43].
Reference [32] states that when employees are treated with care, shown trust and developed, then performance
measurement policy plays a key role since it enables an organization to identify objectively the employee’s
strengths and weaknesses which result in ultimate utilization of the human talent [57]. The organization will
then be able to counsel the employees to improve on weak areas. This will help all the employees to contribute

positively to the attainment of the organization objectives [70].

Reference [64] postulate that when performance measurement policy is smooth it makes a great investment in
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employee and the skills necessary to be effective. It is also used for linking training and development,
performance planning and a tool to encourage employees to perform to their optimum potential [70]. Reference
[43] highlights that the policies establish general procedures for such evaluations and delegates oversight on
specific formats and detailed procedures to the line manager of an organization. Research on evaluation
utilization has demonstrated that involving stakeholders in development of evaluation efforts leads to a greater
likelihood that such efforts will be deemed successful. Commitment to intended use by intended users should be
the driving force behind such efforts, and intended users’ commitment to use can be enhanced by actively

involving them in making significant decisions about the evaluation [52].

Organizations do utilize performance measurement policies that suit their original strategies, therefore
performance measurement policies vary from organization to organization [32]. Performance measurement
policy is more prevalent in the private sector, but its usage in the public sector is also increasing [32]. There is a
need for an effective performance measurement policy in an organization in order to improve employee
performance as the current annual appraisal policy found in many firms has shortcomings or may be outdated in
the light of new emerging trends. Furthermore, it has the potential capacity to improve employee performance
and drive organizational performance. For the employees who have a strong desire to find out how well they are

doing, this is the only means they have to obtain feedback [1].

2.2 Dysfunctional measurement systems

The employees’ performance appraisal system has been used over the years. According to [71], in some
performance appraisal policies, the employee is passive. Therefore, the employee does not have a significant
input to the process. They merely receive an evaluation on their performance over the given performance
appraisal policy period. However, in general the performance appraisal policy interview is a sensitive
interpersonal situation, where the skill of the appraiser and maturity of both parties are keys to whether a
successful outcome is reached. [34] state that in practice, there exists emotional tension and defensiveness is the
outcome of the interaction of the superior and subordinate in sharing performance appraisal policy information
in the feedback interview. Furthermore, this can be a real block to employee development and while this is a
potential danger, it does not have to be the case. Reference [68] highlights that managers’ ability to perceive

subordinates’ emotions has an impact on the subordinate’s satisfaction with the performance appraisal process.

Some organizations today seem to take measurement to an extreme by measuring too much detail [13].
However, measuring too much can be as dysfunctional as measuring too little. One employee described the
situation in her organization in the following way: "We measure everything that moves, but little that matters!"
It seems as if every function, every area, and even every team in an organization has its own scorecard,
instrument panel, and idiosyncratic measures of success. That means that many organizations can have literally
hundreds of different sets of measures. It is a sad fact that much of the measurement data being collected today
is never acted upon because organizations don't know what to do with it. For example, one supermarket chain

collected 340 million different data points per week, but used only 20% of the data.

The article postulates that the performance measurement literature on African public sector is at the stage of
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identifying difficulties and pitfalls to be avoided based on practitioner experience. Literature on public-sector
performance management points to problems in the design and management of these systems and questions their
effectiveness as policy tools for increasing governmental accountability and performance in African public
sectors. It would however be regrettable if we gave up on current performance measurement efforts either
because past efforts were often misused and lacked staying power, or because of the risk that such efforts would
fail to rise to the methodological rigor of program evaluation. Perhaps even more to the point, Napoleon said,

“History is the version of past events that people have decided to agree upon” [8].

Within the evaluation profession, it would be premature to declare that, as a profession, we agree that
performance measurement in the African public sector is inherently flawed and limited. Such a consensus at this
time would be premature, and would likely keep the evaluation profession away from the table, so to speak,
where we can and should be a player. Now is the time for empirical research and dialogue, on “evaltalk”, at our
national conference, and between evaluation professionals and those seeking to develop and use performance
measures. Our expertise in empirical matters and methodologies, data collection and analysis, and accountability
dictates that we get involved in national and local performance measurement efforts, and that our voices be

heard in a positive and constructive way.

3. Proposed New Approaches in Employee Performance Measurement in African Public Sector

Many organizations are scrapping the traditional performance appraisal policy in favour of new performance
measurement [10]. Reference [24] highlight that a new approach focuses on coaching and feedback. For the
purpose of measuring employee performance in African public sector, different input forms can be used for
taking the feedback from the various sources like the supervisor, peers and the employee [27]. Reference [19]
posits that measuring the performance of the employees based only on one or same factors can provide
inaccurate results and leave a bad impression on the employees as well as the organization. For example, by
measuring only the activities in employee’s performance, an organization might rate most of its employees as
outstanding, even when the organization as a whole might have failed to meet the goals and objectives.

Therefore, a balanced set of measures should be used for measuring the performance of the employees [1].

According to [30], employees often find themselves in situations where they must change direction frequently.
Therefore, the employee seeks constant feedback to determine whether the direction they are working is what is
expected by the organization. Reference [15] contends that the performance measurement policy for employees
must be frequent, accurate, specific and timely. Reference [21] suggests that it is becoming increasingly popular
for organizations to ask employees to evaluate the performance of their colleagues and it is especially true with
the increased focus on the use of teams in the workplace. According to [56], all the perspectives thus received
should be combined in the appropriate manner and to get an overall, complete view of the employees’
performance. Four categories of the most suitable metrics for the public sector in Africa are proposed: work

quality metrics; work quantity metrics; work efficiency and organizational performance metrics.

3.1 Work quality — Employee performance metrics
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Work quality metrics say something about the quality of the employee’s performance. These include:
Management by objectives (MBO), 360 degree feedback and 180 degree feedback. Management by objectives
(MBO) is a management model aimed at improving performance of an organization by translating
organizational goals into specific individual goals [51]. In such a policy the manager and the employee agree
upon goals. Goals should be flexible to reflect changing conditions in the economy and workplace and
employees should think of their managers as coaches who are there to help them achieve success. These goals
often take the form of objectives that are set between the employee and the manager. The employee works
towards these goals and reports back to the manager on their progress. These goals can even be given a certain
weight (a number of points). Upon successful completion of these goals, points are awarded to the employees.

In turn, managers are able to make goals more tangible and make performance reviews more data-driven.

Manufacturing firms all over the world are known to use this method though sometimes it may predispose itself
in form of piece-rate evaluation/payment technique. It helps them to be able to balance the output and inputs at
any given time. When the input exceeds the output, then there is reason to worry. In the public sector, targets of
individuals in line with those followed by the organisations as per their performance contracts (introduced in
Kenya in 2008) can be introduced. The employee will then be asked to sign a contract on what they will achieve
within a given period. Evaluation will then be done to find out whether there are any discrepancies. In Kenya,
Government entities are required to apply this technique amid fierce criticisms and resistance from the

employees.

360 degree feedback is another tool to measure employee performance that assesses an employee’s score, his
peers, subordinates, customers and manager are asked to provide feedback on specific topics. This feedback
often represents an accurate and multi-perspective view of an employee’s performance, skill level and points of
improvement. 180 degree feedback is a simpler version of the 360 degree feedback tool. In the 180 degree
feedback system only the employee’s direct colleagues and manager provide feedback. The system is therefore
often used for workers who do not manage people and/or do not have direct customer contact. Reference [48]
states that while there is general agreement that peer evaluation provides a more complete picture of employee
performance, the acceptance of peer performance measurement policy by employee is generally low. Reference
[21] suggests that peer evaluation may be guided by social comparison processes, but because of the obviously
different supervisor-subordinate relationship, supervisor evaluations would likely not follow a social

comparison process.

3.2 Work quantity employee performance metrics

As quantity is often easier to measure than quality, there are multiple ways to measure this employee
performance metric. Reference [2] suggest that number of sales, number of units produced and product defects
or errors are particularly easy ways to pinpoint an employee’s output. This means that, for example, organized
street vendors only steer on the number of sales, because, when given sufficient time, the people with the best
skills will sell the most in an hour on the same location. This is an example of an outcome metric. However,
when sales is more complex (i.e. a longer sales cycle), the number of sales becomes less reliable because lower

frequency and randomness/luck will play a larger role in the successful outcome of the sale. Complex sales
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cycles, like software solution sales (which can have a sales cycle of up to 1.5 years) are best measured to other
metrics. These are so-called the process metrics, as they represent the actions one needs to do that increase the
chance of a successful sale. For example, the person who calls the most customers has in the end the best shot at
making a successful sell. In this case the number of phone calls would be a more reliable metric of long-term
sales success. Employee performance metrics like this include: the number of (potential) client contacts one

has, the number of phone calls one makes, the number of company visits and the number of active leads.

Reference [2] clearly explain the use of number of defects as a measure of employee performance. They state
that it is tricky to measure (production) quality objectively. An approach often seen by more traditional
manufacturing industries would be to calculate the number of product defects. Defect, or incorrectly produced
products, are an indication of low work quality and should be kept as low as possible. Even though increased
standardization of production processes has rendered this metric almost useless, the approach to measuring

employee performance can be applied to other areas.

Reference [2] suggest that the number of input errors could act as an alternative to the previously mentioned
product defects. The same goes for the number of corrections in written work or the number of bugs in software
code. Especially in computer programming, a single error can stop an entire program from working. This can
have a major impact on the business, especially for companies who release weekly or monthly new software
versions. The conciseness of a piece of code is another important quality factor. If ten lines of code can produce

the same computational result as 100 lines of code, the former is an indication of better quality.

Different industries have different ways to express their quantitative output. In traditional manufacturing the
number of units produced was often a reliable quantitative metric [2]. In modern (service) organizations, similar
metrics are still being used. For example, Bloomberg tracks the number of keys that their 2,400 journalists hit
per minute when they are typing on their keyboard. Another way to measure quantitative production is to track
the number of lines of code that programmers produce (check for example this Quora question/discussion on

“how many lines of code do professional programmers write per hour?”).

There are some obvious disadvantages to using a purely quantitative metric of production. Like in the previous
example, only when one’s output is very simple and straightforward should such an output metric be used.
Furthermore in public service, most of the work is services oriented rather than production. The customers
therefore may take varying timings depending on the complexity of the problems. Nevertheless this technique
should be used in hospital consultation rooms and Government service counters to bring out an element of
competition and efficient time utilization among the employees. This will eliminate the long tea and lunch

breaks that are common in such organisations.

3.3 Work efficiency — employee performance metrics

The difficulty of both qualitative and quantitative employee performance metrics is that they do not say much on
their own and there should always be a balance between quantity and quality [31]; indeed, the best employees

produce high quality labour. Reference [31] further avers that efficiency considers the resources (e.g. time and
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money: quantity) needed to produce a certain output (quality). It is hard to achieve this balance, which is one of
the reasons a lot of companies struggle with rating employees and with the performance review practice itself.
Companies like Deloitte, GE and Adobe scrapped performance reviews mainly because of this reason. They

have stuck with the annual appraisal [17].

In the case of public sector, a system that measures the time taken to serve a customer or to prepare a report may
be considered. This kind of measurement will have to be tested over time before a standard service time is set
against which all other service providers undertaking similar tasks can be compared. Kenya has attempted to use
this technique by preparing a ‘service charter’. In this charter some of the items mentioned include waiting time
on a telephone line; the time taken during waiting in a queue and at the service counter and response time to a
letter or mail. It has been noticed that those public entities that have adopted and followed these new methods

have improved their services a great deal amidst the aforementioned limitations.

3.4 Organisational level employee performance metrics

Organizations can also use their own employee performance metrics to assess their own competitiveness.
Reference [41] illustrates a famous example in the following info-graphic by Expert Market: Revenue per FTE
= Total revenue / FTE. This function calculates the revenue per FTE (Full-time equivalent). This metric gives a
ball-park estimate of how much an individual employee brings in. Low revenue and many employees give a
lower rating than the combination of high revenue and fewer employees. This metric can also be used to
benchmark companies. Reference [17] suggests that measures to evaluate handling time, first-call resolution,
contact quality is essential and should be considered. Organizations can also use employee performance metrics
to assess their own competitiveness (e.g. Revenue per employee). These metrics give a ball-park estimate of
how much an individual employee brings in. Low revenue and many employees give a lower rating than the
combination of high revenue and fewer employees. This metric can also be used to benchmark companies;

measuring performance of insurance and investment firms such as real estate.

4. Conclusion, Implications and Recommendations for further research

Reference [5] suggest that measurement has the potential to be a very powerful, highly functional, and
extremely positive force in organizations and for their employees. When used well, no other single aspect of
management provides greater functionality than performance measurement. But there is a flip side.
Unfortunately, when used poorly, not only does it not live up to its positive promise, but performance
measurement can be highly dysfunctional. Because measurement is the lens through which most performance is
viewed, because it is the most fundamental management system upon which other management systems are
based, and because it is the triggering mechanism for most of what happens in organizations, it should be
apparent that there is the potential for both unintentional and intentional distortion and manipulations. If your
lens is out of focus or focused on the wrong things; if your most fundamental management system is being
poorly used and if your triggering mechanism is triggering the wrong actions then bad things are virtually
guaranteed to happen to the firm. Managers are looking for an appropriate set of metrics that provides a certain

breadth and scope both financial and non-financial measures. This set of metrics addresses employee
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performance measurement at different organizational levels, processes and functions. Reference [13] discusses

some of the practices that deserve to go down in the measurement “hall of shame.”

There is considerable support among those involved in strategic HRM for the notion that how a firm evaluates
its workforce affects its performance. This idea is strongly reflected in the high performance human resource
management (HPHR) discussion where the effect of HR is assumed to impact positively at the employee level
[14,47,58]. Further, the employee performance level in turn is considered to be an important mediator of the
relationship between the system and corporate performance or between the system and company production
level outcomes [22,40,26]. In terms of explaining this, there is widespread consensus for the idea that the main
benefits come from using a coherent bundle or set of HR dimensions or metrics [40,6]. Reference [52] adds that
research on evaluation utilization has demonstrated that involving stakeholders in development of evaluation
efforts leads to a greater likelihood that such efforts will be deemed successful. Further, commitment to intended
use by intended users should be the driving force behind such efforts, and intended users’ commitment to use

can be enhanced by actively involving them in making significant decisions about the evaluation [52].

Reference [13] suggests that weaknesses of most measurement systems together with the need to base rewards
on measurement cause a lot of measurement dysfunction. People tend to do what they are paid to do even if it's
the wrong thing. When managers and employees are striving for rewards anything from “"employee of the
month" to a pay raise or stock options they will often revert to self-serving behaviours, even when they know
the behaviours are harming the customer, the company, or both. Even when there is minimal dysfunction, very

rarely does measurement with strong incentives lead to healthy outcomes or continuous improvement.

4.1 Implications of employee performance measurement

According to [36], the issues of accuracy and fairness in performance measurement are of research interest. In
the field of Human Resources management, performance measurement may be used as a means of measuring
employee performance. The purpose of measuring employee performance is not to indicate only where things
are not going according to plan but also to identify why things are going well so that steps can be taken to build
on success [21]. Leaders are reluctant to change the employee measurement policy because they have deeply
invested in the existing measurement system and being rewarded by it, they don't know how, and they are afraid
that they might create an even more dangerous monster, “better the devil that you know.” Given the examples of
policy downside cited, it is no wonder that employees are cynical about measurement and its positive potential,
but those who avoid or criticize measurement are really just reacting to the way they have traditionally
experienced it. The positive power of measurement remains just an unrealized promise. Most companies still
have a long way to go to make measurement both useful and relevant to their employees. It is a challenge, but a

worthy one.

Performance reviews can appear to be a waste of time for both employees and managers. Managers struggle to
use the process as an effective means of holding poor performers accountable as well as give proper credit to the
finest achievers. Those who measure performance well have the advantage of tuning employee development and

encouraging employees by helping them understand how their contributions matter to the success of their
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organization. Any institution significantly impacted by technology will benefit from having the right talent to
leverage technology accelerators for a business advantage. This talent is defined by knowledge skills and
abilities which are, at times, measured by certifications or assessments. The performance review and future
planning practice is a wonderful opportunity for documenting a dialog between employer and employee
regarding the needs of the organization. The goal of the whole process is to enable better business results for the

organization and all of its contributors. Anything less makes the time it requires a poor investment.

4.2 Limitations and Recommended area of further research

This conceptual paper like many others relied primarily on literature which may be of different contextual
nature, thus rendering the discussions limited in their conclusions. Therefore, future empirical research in this
area is recommended and it should take the form of longitudinal case studies to track differing paths of
development and their effects through time because the need for measuring output, outcomes, and evaluation

activities remains an important element in improving government’s performance.
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