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Zeleke Worku (South Africa)

PREDICTORS OF SATISFACTORY
EMPLOYEE PERFORMANCE

IN THE SOUTH AFRICAN
DEPARTMENT OF HEALTH

Abstract

A study was conducted at the South African Department of Health (DOH) in order
to assess the perception held by employees of the DOH at national and provincial
levels about the suitability of the Performance Management System (PMS) tool that
was being used in the DOH for the assessment and evaluation of the performance
of employees working for the DOH at national and provincial level based on their
Key Performance Areas (KPAs) and Key Performance Indicators (KPIs). The study
was based on a stratified random sample of size n=120 employees of the DOH work-
ing at national and provincial levels. The study was quantitative, and used methods of
data analyses such as frequency tables, cross-tab analysis and binary logistic regression
analysis. The degree of productivity of employees at work was measured by using a
composite index defined by Le Brasseur, Zannibbi & Zinger (2013). Results obtained
from the study showed that about 74% of employees held a favorable view of the PMS
tool that was used for the assessment and evaluation of employees. The percentage of
respondents who viewed the PMS tool as unhelpful was about 26%. The study showed
that the view held by employees working in the DOH about the relevance and objec-
tivity of the PMS tool used for the assessment of employee performance in the DOH
was significantly and adversely affected by the perception that the PMS policy was
incapable of promoting the effectiveness of the DOH as an organization, the percep-
tion that the PMS policy was incapable of rewarding deserving employees, and the
perception that there were not enough training opportunities in the PMS, in a decreas-
ing order of strength.

Keywords South African Department of Health, Performance
Management System, productivity, logistic regression
analysis

JEL Classification 111, M54,C35

INTRODUCTION

The study was conducted in 2016 in an attempt to assess and evaluate the
perception held by employees of the South African National Department
of Health (DOH) about the degree of relevance and suitability of the
Performance Management System (PMS) tool used in the South African
National Department of Health (DOH) for objectively assessing and
evaluating the performance of employees working in the DOH based on
their Key Performance Areas (KPAs) and Key Performance Indicators
(KPIs). The study was conducted by gathering data from employees of
the DOH at national and provincial level. A composite index developed
by Le Brasseur, Zannibbi and Zinger (2013, pp. 315-330) was used for as-
sessing and measuring the performance of employees. The annual report
issued by the South African National Department of Health (2016) for
the financial year 2014-2015 indicates that the DOE has received a quali-
fied report from the South African Auditor-General. Areas that need im-
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provement were related to the provision of basic and essential health service delivery to South Africans who
need the services. The strategic and operational plans used by the DOH for health service delivery in the nine
provinces of South Africa are aligned with recommendations and guidelines set out by the United Nations
Development Program (UNDP), the World Bank (WB), the World Health Organization (WHO) and the
United Nations Children’s Fund (UNICEF) to be implemented by member nations. In 1978, the WHO had
adopted the policy of Health for All by the year 2000, although the policy was not fulfilled due to a number
of obstacles (WHO, 2016). Policies set out by the WHO are also used by international institutions such as
the United Nations Children’s Fund (UNICEF), the World Bank (WB) and the United Nations Development
Agency (UNDP). The goal of providing health for all people of the world by the year 2000 was not achieved in
most Sub-Saharan African countries mostly due to lack of resources needed for implementation, poor infra-
structure, the abuse and misappropriation of resources needed for the provision of basic health services and
lack of leadership and political commitment.

The DOH is required to ensure improved health coverage to all South Africans based on the Millennium
Development Goals (MDGQG) that have been adopted by the South African Government. In the course
of health service delivery, the DOH is required to work with local municipalities that are characterized
by lack of specialized skills, poor productivity, the maladministration and abuse of scarce resources
and lack of adherence to the basic principles of good corporate governance. In South Africa, the key
challenges faced by the DOH are the magnitude and diversity of the burden of communicable and oc-
cupational diseases such as HIV/AIDS, tuberculosis and maternal and child morbidity and mortality
(Statistics South Africa, 2012). In order for the DOH to be able to reduce the prevalence and incidence
of communicable and occupational diseases to MDG levels, employees working for the DOH, as well as
municipal employees who are required to work with the DOH on the provision of health care services
must be able to perform adequately on their KPAs and KPIs. To this end, the DOH assesses and evalu-
ates the performance of employees by using a PMS tool. The purpose of this study is to assess the degree
to which employees of the DOH view the suitability of the PMS tool for objectively and effectively as-
sessing the performance of employees and the fulfilment of key duties and obligations.

1. BACKGROUND OF STUDY

tive municipal level service delivery is lack of ad-
herence to good corporate governance principles

Hurlbut and Robert (2012) have shown that the
ability of the DOH to meet its MDG goals ade-
quately depends upon the degree to which it can
utilize resources such as scarce manpower and fi-
nancial resources optimally. In order for the DOH
to fulfil its key mandate, it needs to be able to as-
sess and evaluate the performance and productiv-
ity of its employees. Pooe, Worku and Van Rooyen
(2016, pp. 24-30) have pointed out that the ability
of national South African Departments such as
the DOH to fulfil their key mandates is often un-
dermined by the failure of local municipalities to
provide efficient municipal level services to clients,
stakeholders and the general public mostly due to
shortage of specialized skills, lack of leadership,
the abuse and maladministration of public assets
and resources, and the absence of monitoring and
evaluation systems that could be used for ensur-
ing adequate service delivery. Khale and Worku
(2015) have pointed out that a key obstacle to effec-

such as accountability, objectivity and transpar-
ency. Studies conducted by Municipal IQ Hotspot
Monitor (2016) and Elliot & Boshoff (2013) have
shown that the key obstacles to adequate munic-
ipal service delivery in almost all South African
municipalities are the acute shortage of special-
ized skills that are required for municipal level
service delivery, lack of accountability, transpar-
ency and objectivity by elected officials, and in-
ability to assess and evaluate the performance and
productivity of employees who work on service
delivery issues and mandates. There is a shortage
of empirical studies that could show how effective
PMS tools developed by national ministries such
as the DOH are for effectively assessing and eval-
uating the overall productivity and performance
of employees. The aim of the study was to fill the
gap by conducting empirical research at the DOH
by collecting data from employees working for the
DOH at national and provincial levels.
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2. LITERATURE REVIEW

The provision of incentives and good leadership
at the workplace is critically needed for ensur-
ing efficient service delivery and adequate per-
formance by civil servants and municipal em-
ployees (Fahy, 2013). Studies conducted by Pooe,
Worku and Van Rooyen (2016, pp. 24-30), Khale
(2015) and Khale & Worku (2013, 2015) indicate
that lack of specialized skills and the absence of a
performance monitoring and evaluation system
often undermine the quality of municipal ser-
vice delivery in large municipalities in all regions
of South Africa. The South African Municipal
Systems Act of 2000 (Act 32 of 2000) requires all
municipalities to cooperate and work with the
DOH in areas that are related to the provision of
health care services to South Africans. To this
end, local municipalities are required by law to
use an Integrated Development Plan (IDP) that
provides guidance and specific instructions on
public service delivery norms and standards that
must be complied with by all South African mu-
nicipalities. Khale (2015) has shown that the IDP
is often disregarded or poorly complied with by
most South African municipalities. This prob-
lem is known to undermine the quality of mu-
nicipal services. It also undermines the ability of
the DOH to provide quality health care services
to ordinary South Africans at municipal levels.
As such, the DOH needs to assist and empower
underperforming municipalities by providing
skills-based training opportunities to employees
who are required to work with and liaise with
the DOH on matters of basic health service deliv-
ery. Doing so is critically vital for both the DOH
and local municipalities, and has the potential
for enabling the DOH to improve the current
rate of health service coverage in South Africa
and fulfilling commitments that are related to
the Millennium Development Goals adopted by
the South African Government (South African
National Department of Health, 2016; World
Health Organization, 2016; World Bank, 2016;
United Nations Development Program, 2016;
Statistics South Africa, 2012). In this regard,
the key challenge has been a shortage of highly
skilled and motivated employees of the DOH, as
well as local municipalities. The mandate of the
DOH requires the presence of adequate collabo-
ration with local municipalities as a key strategy
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of ensuring adequate health service delivery to
all South Africans. Quality assurance entails the
training and motivation of employees working
for the DOH and local municipalities, as well
as good leadership within the DOH and local
municipalities all over South Africa (Khale &
Worku, 2015; Worku, 2016).

In order for large organizations to be productive,
their employees must be encouraged to question
aspects of assessment that are not relevant to
their KPAs and KPIs. Harris (2013) has point-
ed out that highly successful performance as-
sessments are credible in the eyes of employees.
The authors recommend that assessment criteria
should be made relevant to KPAs and KPIs of
employees and the circumstances in which work
was performed by employees. An objective, re-
liable and trustworthy PMS system motivates
employees to work hard under difficult circum-
stances. Health economists and public health
specialists such as Dick, Gallimore & Brown
(2009), Dzansi & Dzansi (2010) and Dashwood
(2014) have pointed out the benefits of provid-
ing employees with skills-based and tailor-made
training opportunities in large organizations. It
has been pointed out that the absence of incen-
tives to hard-working employees often leads to
the loss of such employees as well as failure to
perform optimally.

The key mandate of the DOH is to provide ad-
equate health care services to all South Africans.
In order to achieve this goal, the DOH must col-
laborate with stakeholders such as local munici-
palities and non-governmental organizations.
One of the biggest challenges of the DOH is to
reduce the prevalence and incidence of HIV/
AIDS, as well as maternal and child mortality
and morbidity. This massive task of the DOH re-
quires the ability to utilize scarce resources and
manpower efficiently and according to approved
plans of action. This fact makes it essential for
the DOH to use highly efficient and objective
PMS systems for the assessment of performance.
Providing skills-based training opportunities is
strategically beneficial for empowering employ-
ees who underperform their duties. This fact
has been corroborated by Akinboade, Mokwena
& Kinfack (2013), Alexander (2010), Atkinson
(2009), Amir, Ahmad & Mohamad (2010).



3. OBJECTIVES OF STUDY

The overall objective of study is to assess and eval-
uate the degree to which the PMS tool used by the
DOH for the assessment of employee performance
is viewed favorably by employees of the DOH at
national and provincial levels. The study has the
following specific objectives:

« to determine the percentage of employees
working in the South African National
Department of Health who view the PMS
tool used by the DOH for assessing the per-
formance of employees favorably;

« to identify and quantify factors that affect
the view held by employees of the DOH
about the suitability of the PMS tool for
objectively assessing the performance of
employees of the DOH;

o to determine practical amendments that
ought to be made to the PMS tool that is
currently being used for assessing the per-
formance of employees working in the DOH
at national and provincial levels.

4. METHODS AND
MATERIALS OF STUDY

Data were collected from a stratified random sam-
ple of 120 employees of the DOH working at na-
tional and provincial levels. Data collection was
done by using a structured, pre-tested and vali-
dated questionnaire of study. The performance of
employees was assessed by using a composite in-
dex developed by Le Brasseur, Zannibbi & Zinger
(2013) for assessing the performance of employees
in large organizations such as the DOH. Cross-tab
analyses (Hair, Black, Babin & Anderson, 2010)
and binary logistic regression analysis (Hosmer &
Lemeshow, 2013) were used for performing statis-
tical data analyses.

5. RESULTS OF STUDY

Table 1 shows frequency proportions for the gen-
eral characteristics of the 120 employees of DOH
who took part in the study. The table shows actu-
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al numbers of respondents out of 120, as well as
percentages of attributes. It can be seen from the
table that about 74% of respondents had a positive
view of the PMS tool used by the DOH for the as-
sessment of employee performance. The percent-
age of respondents who had a negative view of the
PMS tool was about 26%. The percentages of male
and female respondents were equal to 55% and
45%, respectively. About 58% of respondents were
married. About 53% of respondents had served
the DOH for between 3 and 5 years at the time of
the study. Nearly 70% of respondents were perma-
nently employed by the DOH.

Table 1. General characteristics of respondents
(n=120)

Variable of

study Percentage
View heldby o .. .
employees i Positive: 89 (74.17%)

about PMS tool | Negative: 31 (25.83%)

. Male: 66 (55.00%)
Female: 54 (45.00%)

Gender
of respondents

Married: 70 (58.33%)

i Single: 24 (20.00%)

Divorced: 14 (11.67%)

Widowed: 3 (2.50%)
Living together: 9 (7.50%)

Marital status
of respondents

Highest level
of education
of respondents

i Master’s degree or above: 26 (21.67%)

Bachelor’s degree: 42 (35.00%)
Diploma: 37 (30.83%)
Certificate or less: 15 (12.50%)

Chief Director: 3 (2.50%)

i Director: 6 (5.00%)

Rank of -
Deputy Director: 8 (6.67%)
respondents Assistant Director: 59 (49.17%)
Clerical employee: 33 (27.50%)
. i Less than a year: 8 (6.67%)
Duration 1 to 2 years: 15 (12.50%)
of service

of respondents

3 to 5 years: 63 (52.50%)
5 years or more: 34 (28.33%)

Type
of employment
of respondents

: Volunteer: 7 (5.83%)

i Intern: 6 (5.00%)

i Temporary: 7 (5.83%)

i Contract: 17 (14.17%)

i Permanent: 83 (69.17%)

Pearson’s Chi-square tests of association were per-
formed between values of variable Y and each of
the factors that are known to affect the views held
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by employees about the suitability of the PMS tool
used at the workplace by the DOH for assessing
the performance of employees working for the
DOH at national and provincial levels. Results ob-
tained from cross-tab analyses showed that nega-
tive perception on the suitability of the PMS tool
for the assessment of employee performance was
significantly associated with 8 factors at the 5%
level of significance. At the 5% level of significance,
significant two-way associations are characterized
by large observed Chi-square values and P-values
that are smaller than 0.05. It can be seen from
Table 2 that the 8 factors used for cross-tab analy-
ses are significantly associated with productivity
at the 5% level of significance.

Table 2. Results obtained from cross-tab analyses

Factors significantly Observed
associated with negative : Chi-square
view about PMS tool |  value

P-value

Perception that the PMS
policy is incapable of
promoting the effectiveness
of the DOH

19.9322 0.000%***

Perception that the PMS
policy is incapable of
rewarding deserving
employees

15.4087 0.000%***

Perception of lack of
training opportunities in the
PMS policy

13.0908 0.000***

Perception of lack of
support for the PMS polic
from the top leadership o
DOH

10.3245 0.000***

Inability of employees to
work together with their
managers

9.3643 0.002**

Short duration of service at

DOH 8.4907

0.005**

Non-permanent

employment at DOH 6.7709

0.008**

Low rank of employment 5.1186 0.014*

Notes: significance at * P < 0.05; ** P < 0.01; ** P < 0.001 levels
of significance.
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Table 3 shows results obtained from binary logistic
regression analysis (Hosmer & Lemeshow, 2013).
At the 5% level of significance, influential predic-
tors of motivation have odds ratios that are signifi-
cantly different from 1, P-values that are smaller
than 0.05, and 95% confidence intervals of odds
ratios that do not contain 1.

Table 3. Odds Ratios (OR) estimated from binary
logistic regression analysis

OR and 95%
Confidence
Intervals of Odds
Ratio

Variable P-value

Perception that

the PMS Eolic

is incapable o
promoting the :
effectiveness of the !
DOH ;

0.000*** 6.04 (2.47, ..., 9.97)

Perception that
the PMS Eolicy
is incapable

of rewarding
deserving
employees

0.002**

Perception of

lack of training C 0014 2.88 (1.22, ..., 5.49)
opportunities in the :
PMS :

Results obtained from binary logistic regression
analysis show that 3 of the variables used for bi-
nary logistic regression analysis were highly in-
fluential predictors of a negative view about the
suitability of the PMS tool used by the DOH for
the assessment of employee performance. These
3 predictor variables of study were the perception
that the PMS policy is incapable of promoting the
effectiveness of the DOH, the perception that the
PMS policy is incapable of rewarding deserving
employees, and the perception that there were not
enough training opportunities in the PMS, in a
decreasing order of strength.

6. DISCUSSION OF RESULTS
OF STUDY

The key finding of study is that about 74% of em-
ployees had a positive view about the PMS tool
used by the DOH for assessing the performance
of employees. The percentage of respondents who
had a negative view of the PMS tool was about 26%.
The percentages of male and female respondents



were equal to 55% and 45%, respectively. About
58% of respondents were married. About 53% of
respondents had served the DOH for between 3
and 5 years at the time of the study. Nearly 70%
of respondents were permanently employed by the
DOH.

Based on results obtained from cross-tab analyses,
the view held by employees of the DOH about the
suitability of the PMS tool used in the DOH for
objectively assessing the performance of employ-
ees was significantly and adversely affected by 8
factors. These 8 factors were: the perception that
the PMS policy is incapable of promoting the ef-
fectiveness of the DOH, the perception that the
PMS policy is incapable of rewarding deserving
employees, the perception of lack of training op-
portunities in the PMS, the perception of lack of
support for the PMS policy from the top leader-
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ship of DOH, the apparent inability of employees
to work together with their managers, short dura-
tion of service at DOH, non-permanent employ-
ment at DOH, and low rank of employment at the
DOH, in a decreasing order of strength.

Results obtained from binary logistic regression
analysis showed that the view held by employees
of the DOH about the suitability of the PMS tool
used in the DOH for objectively assessing the per-
formance of employees was significantly and ad-
versely affected by three predictor variables. These
three predictor variables of study were the percep-
tion that the PMS policy is incapable of promoting
the effectiveness of the DOH, the perception that
the PMS policy is incapable of rewarding deserv-
ing employees, and the perception that there were
not enough training opportunities in the PMS, in
a decreasing order of strength.

CONCLUSION

The study has shown that about 26% of employees hold a negative perception about the suitability of the

PMS tool being used for the assessment of employee performance in the DOH. Since this figure is larger
than a quarter, the DOH ought to allow employees to point out aspects of the PMS tool that might need

improvement or amendment. The study found that about 55% of respondents believed that the policy
was quite capable of making a meaningful contribution to the effectiveness of the DOH. The percent-
age of respondents who felt that the policy was incapable of making a meaningful contribution was less

than 20%. About 45% of respondents believed that it was beneficial for the DOH to allow managers to

work with employees as a means of promoting overall efficiency and productivity at the workplace. The

percentage of respondents who felt that it was not beneficial to allow managers to work with employees

as a means of promoting overall efficiency and productivity at the workplace was about 22%.

The views held by employees about the PMS tool was significantly and adversely affected by the percep-
tion that the PMS policy was incapable of promoting the effectiveness of the DOH, the perception that
the PMS policy was incapable of rewarding deserving employees, and the perception that there were not
enough training opportunities in the PMS.

RECOMMENDATIONS

Based on the findings of the study, the following two recommendations are made to the South African
National Department of Health (DOH):

o the Performance Management System (PMS) being used at the DOH for the assessment of perfor-
mance by employees must include a detailed plan of action that enables employees to acquire skills-
based and tailor-made training opportunities based on their KPAs and KPIs. Doing so enables
employees to have confidence in the PMS system. In order for this recommendation to be effective,
a needs assessment survey should be conducted within the DOH by collecting empirical data from
all employees who are required to provide services to stakeholders;
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o the PMS system currently being used by the DOH for the assessment of productivity and perfor-
mance must demonstrate its capacity for accurately and objectively identifying and rewarding top-
performing or deserving employees. This task must be performed by taking into account the basic
principles of good corporate governance. Examples of such principles are objectivity, fairness and

transparency;

o the study has shown that the ability of the DOH to offer adequate health care services to South
Africans depends upon the degree to which local municipalities offer efficient municipal services.
With this in mind, the DOH must develop a comprehensive plan of action in which employees will
be able to work with municipalities and local governments that are responsible for the provision of
basic health related services to the general public and population. Training and supervisory support
must be provided to employees working in local municipalities with a view to have them adequately
equipped and familiarized with KPAs and KPIs of employees of the DOH who will be working with
them and supervising them. Doing so has the potential for improving the current health coverage
rate at local municipality levels.
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