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ABSTRACT
Workers' motivation is a key determinant of the quality of services they are providing in any organization, and poor motivation has been found to be an obstacle to service delivery in many low-income countries. In order to increase efficiency and productivity, the Open Performance Review and Appraisal System (OPRAS) has been implemented to PSPF under supervision of President’s Office-Public Service Management. The main objective of this study is basically to make assessment in the implementation of the OPRAS as it was originally planned and to identify any potential roadblocks, if any, that may be in the way of the system’s implementation. A qualitative study design has been employed to elicit data on PSPF workers whereby a case study approach was used. Purposive sampling and simple random sampling technique were applied respectively and a sample of 70 was involved. Quantitative data were processed through SPSS for data analysis and presenting the findings of the study. Also, questionnaires (open and closed questionnaires) and interview as data collection methods were used. The study found that OPRAS implementation at PSPF wasn’t effective due to improper initiatives to make it’s awareness over the entire organization by The PSPF administration and general reluctance by workers towards OPRAS implementation and operationalization as they didn’t see it leading to being a motivational tool and hence financial gains or give feedback on performance appraisal. I recommend that the whole process should be centrally controlled and monitored by the government, all staff be made aware of it, trained and participate fully and monitoring be conducted continuously so as to detect weaknesses and correct it.
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CHAPTER ONE

1.0  INTRODUCTION

1.1 
Background of the Problem

Tanzania just like many countries in the globe aspires to develop a productive human capital. Human resources lie at the heart of organization, thus the effectiveness of any organization is largely the question of how effectively human resources are utilized and strategically integrated into the organization’s plans and objectives. 
Therefore, it is of paramount importance that organizations review periodically the goodness of fit between organizational objectives and the capacity of its human resources. The goodness of it is the point where the needs of the organization and the employee capacity are translated into a set of objective and standards of performance, it is worth noting that these standards are used to measure the performance and identify the weaknesses and strengths of the organization, keeping in mind that the results are going to be used to develop a new alignment. (Armstrong, 1992).
The open performance review and appraisal system (OPRAS) is one such method which was originally developed and used in the public service in the United Republic of Tanzania. It is a systematic process for improving organizational performance by developing performance of individual and teams. In that sense, the OPRAS is a tool for bringing better results by understanding and managing performance within an agreed framework of planned goals, standards and competency requirements of human resources in the organization (Weiss and Hartle, 1997).

The government of Tanzania adopted the open performance review appraisal system (OPRAS) to its public administration in the fiscal year 2003--2004. This system replaced the old performance management system which was in use. The OPRAS was believed to be particularly good in its ability to identify training and development needs. With the OPRAS in place, the government of Tanzania hoped to bring accountability, as well as efficiency, to its public administration and deliver better service to the public. Policy-making and implementation, however, may be two different things. 
Policy makers in the Tanzanian government are left in the dark as to how the bureaucratic machine is handling the implementation of the new initiative. Unless the implementation of OPRA system is carefully monitored and problems fixed as they surface, it is likely that the system will face the same demise with which the previous performance review system experienced. No innovation however will survive were we to “throw the baby with the bath water.”
In this study I assess the implementation of the OPRAS system as it was originally planned and to identify any potential roadblocks, if any, that may be in the way of the system’s implementation. The problem may take many forms and style, some being outright resistance and others subtle and gone underground. Secondly, findings of the study will be applied by the public service in Tanzania as well as in other organizations in their work improving performance there by optimizing the use, developing and retaining the staff, especially in this competitive environment. Thereafter come up with recommendations that will help better implement the OPRAS system in Public Service Pension Fund (PSPF). To this end I assess the following questions: How successfully and effectively was the OPRA'S implemented? In other words, are there any organizational barriers that are in the way of the effective implementation of OPRAS? What are the problems faced during the implementing OPRAS? And what should be done to ensure smooth implementation of OPRAS in the Tanzania’s Public Service? 
To achieve the study objectives I will select the Public Service Pension Fund (PSPF) and assess its implementation process. For this assessment I will rely mostly on the information provided by the Management that has major responsibility for the installation, training, and assessment of OPRAS in PSPF Tanzania. The data will be supplemented by my own interviews with 8 directors and 62 subordinates (PSPF staff members) to make a sample of 70 respondents. These interviewees are randomly selected. The interview will be conducted with a set of “open-ended” questionnaire. The study will be further supplemented by other available documents, and the relevant literature.

1.2 
Statement of the Problem

The Journal of the Tanzania’s Public Service Reform Programme, 2008 reported that only few government departments are implementing OPRAS as their mean to assess performance, as only fifteen out of over a hundred departments said to implement it. This shows the magnitude of the problem existing. Specifically to the PSPF, introduction of OPRAS as the means of appraising staff performance was made in 2003, with its implementation fail to make a serious impact as expected. A series of meetings and trainings to stakeholders ended with filling of the OPRAS forms in January 2004, but nothing progressed from that stage.  
In year 2008, the PSPF Management announced that all staff will have to undergo performance evaluation through OPRAS, and that will serve as benchmark towards rewarding its staff. Despite that move, nothing serious managed to be observed. Human Resources Department figures on those who filled the OPRAS forms shows that in June 2008, of all ninety seven (97) staff at the Fund by then who filled OPRAS forms in January 2008, only 12 were able to evaluate their performance and that was used as a benchmark towards rewarding them. 
That provided the drawing on the board of the magnitude of the problem that persisted at PSPF on implementation of OPRAS. Despite the efforts made to establish OPRAS in Tanzania from July 2004 by the government, yet there are unlimited problems associated with performance of workers in Public Service. Still little information is known on the implementation of OPRAS. Therefore this is proper time to scrutinize the problem. For this regard, this study intends to assess the implementation of the Open Performance Review Appraisal System in the Public Service in Tanzania. 

1.3 
General Objective of the Study

The general objective is basing on the assessment of the implementation of the open performance review appraisal system in the public service in Tanzania

1.4 
Specific Objectives 

The following are the specific objectives of the study:
(i) To review the reasons behind the failure of OPRAS implementation in PSPF in Tanzania;

(ii) To identify problems occurred during the implementation; and

(iii) To have a brief look onto what should be done to prevent the same from happening in future.

1.5 
Research Questions

In order to accomplish the entire study, the following research questions are addressed as a guideline to collect information. The basic questions are:-

(i) How successfully and effectively was the OPRA'S implemented at the PSPF?

(ii) What are the problems faced during the implementing OPRAS?

(iii) What should be done to ensure smooth implementation of OPRAS in the Tanzania’s Public Service?
1.6 
Significant of the Study

The results of this study will benefit the management of the PSPF through identification of main strengths and weaknesses of the existing staff. Findings will inform decision makers on the proper way to introduce more effective Open Performance Review and Appraisal System within the PSPF. 
As a management tool, the improved performance management will provide more reliable and valid information that will be used as a basis for making important human resource management decisions affecting staff careers such as promotions, salary increments, selection for workshops, training courses and staff development programmes, pay increases, reassignments and postings, contract renewals as well as important information generated by the study will assist the PSPF’s management in developing and implementing a more effective staff performance appraisal. The study will provide information to all PSPF staffs to identify their role and what contributions they can make to improve the utilization of the OPRAS.
The study is relevant to Tanzania’s public service and in particular the Public Service Pensions Fund in rooting out the causes of failure of implementation of the OPRAS.  It’s my expectation that the findings, discussions and recommendations will enable the Government and Public Service Pensions Fund in particular to improve in areas of weaknesses so as to ensure there is efficiency in implementation of OPRAS in PSRP II which was launched in 2007 and expected to last until 2012. 
Stakeholders will benefit from this study as better implementation of the OPRAS will ensure proper handling and utilization of the Human Resources and enable the Fund to reach its targets.  Finally, the study is for great importance to a researcher as a partial fulfillment for an award of Master’s Degree in Business Administration in Human Resources Management of the Open University of Tanzania.

1.7 
Limitations

The researcher faced the following limitations during his study;

(a) Problems in scope: scope definition of performance appraisal is broader term in such a way a researcher focused in the main theme of the research problem being introduced aforementioned.  
(b) Limitation of time: preparation, dissemination, collecting and analyzing the questionnaires had impact in the time allotted to complete the report.  

1.8 
Delimitation

(a)
A researcher concentrated only on the assessment of implementation of OPRAS in looking for the causes that made the failure of the Performance Appraisal System.
(b)
Time management in completing the entire work was observed critically and facilitated by structuring of close and open-ended questionnaire, analyzed on-time using statistical package for social science (SPSS).

CHAPTER TWO

2.0 LITERATURE REVIEW
2.1 
Definition of Key Concepts

2.1.1 
Appraisals

Appraisals regularly record an assessment of an employee's performance, potential and development needs. The appraisal is an opportunity to take an overall view of work content, loads and volume, to look back on what has been achieved during the reporting period and agree objectives for the next (Armstrong, 2010).
2.1.2 
Performance Appraisal

Performance Appraisal (PA) has been synonymous with performance review, performance evaluation, and other terms and combinations of terms. PA has, over time, referred to (1) an instrument or form to assess an employee's job performance, (2) an interview where an employee's job performance is assessed and feedback is given to the employee, (3) a system of setting employee job expectations that provide feedback to the employee on the performance assessment and how to improve it in the future/setting new goals and expectations for another period, or (4) performance management with job performance appraisal as part of it (Dessler, 2011).
2.1.3 
Performance Management

Performance management is a holistic approach and process towards the effective management of individuals and groups to ensure that their shared goals and institutional objectives are achieved. (Nel, Welner, Haasbroek, Poisat, Sono, & Schults, 2008). Amos et al. (2008) refer to performance management as an approach to managing people which comprises a set of practices used by managers to plan, direct and improve performance of employees in a particular institution in order to achieve overall strategic objectives.
2.1.4 
The Concept of Performance Management 

This has developed over the past two decades as a strategic, integrated process which incorporates goal-setting, performance appraisal and development into a unified and coherent framework with the specific aim of aligning individual performance goals with the organisation’s wider objectives (Dessler, 2005; Williams, 2002). Consequently, it is concerned with: how people work, how they are managed and developed to improve their performance, and ultimately on how to maximize their contribution to the organization. 
It is underpinned by the notion that sustained organizational success will be achieved through a strategic and integrated approach to improving the performance and developing the capabilities of individuals and wider teams (Armstrong and Baron, 2005). Although competitive pressures have been the driving force in the increased interest in performance management, organisations have also used these processes to support or drive culture change and to shift the emphasis to individual performance and self-development (Fletcher and Perry, 2001). There are a number of principles underlying the concept: 
Firstly, it is a strategic process in that it is aligned to the organization’s wider objectives and long-term direction. Secondly, it is integrative in nature, not only aligning organizational objectives with individual objectives but also linking together different aspects of human resource management such as human resource development, employee reward and organizational development, into a coherent approach to people management and development. Thirdly, it is concerned with performance enhancement in order to achieve both individual and organizational effectiveness. Performance enhancement is underpinned by two further principles: the ideas that employee effort should be goal-directed and that performance improvement must be supported by the development of employees’ capability. 

2.2 
Critical Theoretical Review

2.2.1 
The Theoretical Basis for Performance Management 

The underlying conceptual foundations for performance management lie in motivation theory and, in particular, goal-setting theory and expectancy theory. Goal-setting theory (Locke and Latham, 1984) suggests that not only does the assignment of specific goals result in enhanced performance but that, assuming goal acceptance, increasing the challenge or difficulty of goals leads to increased motivation and increases in performance (Mitchell et al, 2000). Expectancy theory hypothesizes that individuals change their behaviour according to their anticipated satisfaction in achieving certain goals (Vroom, 1964). Both these theories have important implications for the design of performance management processes which are explored later in this chapter. 
Clark (1998) suggests that both goal-setting and expectancy theory are founded on the premise that human beings think in a rational, calculative and individualistic way. Indeed, he argues that performance management is based on an extremely rationalistic, directive view of the organization, which assumes not only that strategy can be clearly articulated but also that the outcomes of HR processes can be framed in a way that makes clear their links to the organization’s strategic objectives. He further argues that the approach assumes causal links between different parts of the process that can be readily identified and enable underperformance in one or more aspects of the process to be managed to ensure optimum functioning of the wider PMS. 
However, such assumptions not only ignore the debate about the nature of strategy and its formulation (Mintzberg, 1994), but also fail to recognize the context in which a PMS operates. The social processes and power systems within which organizations operate together with the broader organizational and country-cultural context are important mediating factors in the operation and success of any system (Clark, 1998). 

2.2.2 
Complexity Theory to Performance Appraisal

Frances Storr, Sheppard Moscow (1982); this paper is a practical example of how complexity has been applied to a process used by most organizations, namely performance appraisal. In the early days this would involve giving ratings on a number of scales which focused on attitude and even personality. Progress shifted the focus towards behaviour and performance in relation to goals and competencies. Nowadays the term appraisal has evolved into a general heading for a variety of activities including a system for managing organizational performance, a system for managing the performance of the individual and a system for integrating the two (Williams 1998).

A central idea of complexity theories is that behaviour is produced by the interconnections and interdependencies of the agents in a system. The dominant practice in performance appraisal is to focus on and attempt to “measure” the individual in isolation. Basing an appraisal process on complexity thinking acknowledges the reality of behaviour as dynamic and contextual and redefines the nature of performance appraisal in organisations. 360 degree appraisal is common practice nowadays but many organisations have been disappointed by what it has achieved for them and the level of bureaucracy involved. This perhaps partly explains the growing interest in this approach over the last 1 – 2 years.
The businesses in which this approach is being introduced do not all have open supportive cultures which one would consider ideal for this process. What stimulated the introduction in most cases was a need for organizational truth telling. It has been important in each case to define what the purpose is for this organization and then create a climate which makes it safe enough for people to say what they have to say. The process helps to create a more open and honest culture.
2.2.3 
Theory of Competency Framework 

In many countries, the performance evaluation system is also known as a performance management system. The reason for this is that it aims to improve the performance of all individuals and, as a result, improve the overall personal and organizational performance.
While approaches to evaluation may vary, there are common features of performance management systems. Generally, these are a clear link between the goals of the organization and the work of the individuals; and work plans or objectives that are decided, with deadlines, at the start or during the year and that link directly to organizational need. This includes a clear understanding by the individual of what they have to achieve and how it will be measured clear directions about the kinds of behaviors people must have to perform their duties to the levels that are acceptable by the organization and which can be measured. 
This is often described in a competency framework: a transparent measurement system that is understood by all with the final mark being determined by the leader – sometimes being approved by the leaders and/or manager; a process for the identification and recording of development needs and achievements; a clear process for identifying and dealing with people who do not perform well; and some forms of motivation and recognition for those who perform very well. Many evaluation systems would normally have the following main sections: objectives or a work plan – with room for written assessment and marking; some will have a summary of the main duties of the job – especially important where there is no job description; a competency framework or other way of recording and marking behaviors and skills; a section for identifying and recording development needs; and written comments on performance and a marking box.
Nowadays, a competency framework is often applied in the both public and private sectors around the world. Much is written about a competency frameworks and it is important that what it covers is made clear at the start of any design process. A competency framework usually covers the knowledge, skills and traits that a person needs to demonstrate to do their job well in an organization, what will be valued and what will not be acceptable. These are really the behavioral elements needed for any job. All jobs have these elements. All organizations have requirements for these elements to be performed well if they are to be successful. Competencies can be used to “raise the bar” on employee performance.
The success of any organization is directly linked to the performance of its staff, and this requires not only good occupational skills, but also the much harder to define and measure behavioral skills which produce the environment for success. Competency frameworks identify these behavioral skills needed for an organization and provide a way to communicate them clearly to staff and then to measure them. An example of the kinds of skills covered is, for example, team working skills. Rather than have a set of general and vague statements about the skills, attitudes and behaviors required, by going through the process of designing a competency framework, organizations can identify what is important to them, set it out in a document which contains detailed examples of what is expected of leaders and staff, fairly easily communicate this to staff and then measure it. 
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Figure 2.1: Competency Model and its Components

Source: Research Study 2013

Because these skills and attitudes are basically behaviors, they can be changed and improved, and this will benefit the organization.

2.2.4 
Theory of Incentives for Performance

An incentive is any factor (financial or non-financial) that enables or motivates a particular course of action and it is an expectation that encourages people to behave in a certain way. It can be classified into various classes such as remunerative incentives, moral incentives such as the right thing to do, non-monetary incentives such as social recognition and awards, etc. but a common form of incentive for government employees is a financial incentive under the name of “performance-related pay” (PRP) or “pay for performance.”
Using PRP to raise productivity has been a basic element of management thinking in the United States since the late 1800s, and the early scientific managers are well known for their efforts to rationalize pay systems for factory workers along so-called “piece-rate” lines. Their goal was to increase efficiency in the blue-collar workplace. The current emphasis on merit pay in government emerged in a climate of fiscal stress, and it concentrates for the most part on motivating and raising the productivity of white-collar workers (Nigro and Nigro, 2000).
PRP’s popularity is based in large measure on the proposition that it remedies a fundamental flaw in traditional compensation systems by making pay contingent on performance, as opposed to the position grade and seniority of the employee. Logically, it accepts the cognitive model of motivation set forth in the expectancy theory. Expectancy theory suggests that pay should be treated as a management tool because it can be a powerful source of day-to-day control over employee behavior. Performance is often encouraged through rewards and PRP is motivating to the extent that it is connected with meeting employees’ needs for recognition and achievement. So pay level is important and it must meet minimum requirements before PRP can operate as a motivator (Milkovich and Newman, 1999).
Expectancy theory posits that people have needs that they want to satisfy, that they are able rationally to calculate expectancies and instrumentalities, and will behave accordingly. People choose the behavior that leads to the greatest reward and employee assessments of their ability are important. Therefore, PRP can be used to induce employee performance.
Traditional systems of pay administration (membership-based inducements), it is argued; do not give supervisors the kind of discretion and flexibility they need to use pay as an effective motivator (Gabris and Mitchell, 1985; Nigro and Nigro, 2000; Kim, 2003). Performance based pay sounds appealing as a rational means to promote good performance by government employees. It is a message from politicians and the public that the governed are in control and things are as they should be. 
At the same time, it is a way for administrators to communicate that they are responsive to important external constituencies and that they are doing something about perceptions of lagging performance (Perry, 1991). PRP can be a powerful instrument in the hands of managers and politicians to assert their power in pushing forward reforms or in achieving other policy goals. Advantages of PRP commonly emphasized are: improved attractiveness to highly qualified and talented professionals; an increase in the probability that superior performers would feel valued and equitably compensated for their efforts; focusing management’s attention on the importance of accurate performance appraisals using measurable standards and objectives; providing supervisors with an effective means of pressuring poor performers to improve or leave; encouraging supervisors and subordinates to communicate clearly about goals and expectations; and enhancing organizations’ overall capacity to allocate limited financial resources in an effective manner (Nigro and Nigro, 2000).
Despite these expectations, however, the public sector’s experience with pay-for-performance programs has not been entirely encouraging. One of the major problems with performance related pay systems in the public service is that they tend to produce an escalation of performance rating and payments and consequently increases in personnel costs, even if there are formal payment ceilings set. Effectively, under pressure to retain staff or to enlist extra staff needed to overcome internal bottlenecks, managers tend to award better ratings and better pay to staff sometimes in an indiscriminate way. 
This leads staff and their unions to see performance-related pay as a negotiable part of the salary, with effort being withheld unless performance-related pay is awarded (Cardona, 2007). Performance-related pay is a controversial issue, but its pay can be a substantial motivator in the right circumstances. These circumstances include the implementation of a system that is viewed as both measurable and fair. If performance pay is introduced where this is not the case then it can have the opposite effect. Once the system has been introduced it is recommended that an amount of money be made available for payment to those who achieve the most.
2.3 
General Discussion

2.3.1 
Performance Appraisal as Performance Assessment

Performance management is an ongoing process that involves both managers and the employees in: identifying the strategic vision, goals and objectives of the organization; identifying and describing essential job functions and relating them to the mission and goals of the organization; developing realistic and appropriate target standards of performance; implementing ways of measuring actual, compared with target performance; communicating constructive performance evaluations; and planning development opportunities to sustain, improve or build on employee work performance (Neely et al., 1996). The performance management process provides an opportunity for the employees and performance manager to discuss development goals and jointly create a plan for achieving those goals. Development plans should contribute to organizational goals and the professional growth of the employees (Carney, 1999).
However, in designing a performance appraisal system attention must be given to a number of aspects that impact on how effectively the system actually measures employee contributions in a work setting (Buford and Lindner, 2002). These include reliability and validity, what is to be measured (criteria), sources of appraisal information, timing of appraisals, and control of rater errors (recency, first impression, halo, central tendency, rater patterns, similar-to-me effect, contrast effect, stereotyping, etc.). Therefore, designing an appraisal system requires not only establishing policies and procedures but also obtaining the support of the entire workforce and its unions. Top officials must publicly commit to the program by devoting sufficient resources to it and by modeling appropriate behavior, and managers need to be convinced that the system is relevant and operational (Berman et al., 2006).
2.3.2 
Types of Performance Appraisal

2.3.2.1 Confidential Performance Appraisal Purposes

The purpose of performance appraisal has been fundamentally backward or historically oriented; past performance has been reviewed in the light of the results achieved. According to Szilagyi & Wallace, (1980) Performance appraisal for evaluation using the traditional approach has served the following purposes: Promotion, separation, and transfer decisions; giving feedback regarding how the organization viewed the employees performance; Evaluate relative contributions made by individuals and entire departments in achieving higher level organization goals; Setting criteria for evaluating the effectiveness of selection and placement decisions including the relevance of the information used in the decisions within the organization; Reward decisions, including merit increases, promotions, and other rewards; Ascertaining and diagnosing training and development decisions; Setting criteria for evaluating the success of training and development decisions; Provide information upon which work-scheduling plans, budgeting, and human resources planning can be used. Appraisal process provides information like ability of employees to perform their duties, availability of resources within the organisation and the like. This information can be used in relation to the organisational plans.

Two serious flaws in the traditional approach to performance appraisal have been noted. The flaws were that, organizational performance appraisal was primarily concerned with the past rather than being forward looking through the use of setting objectives or goals; and performance appraisal has usually been tied to the employee’s salary review. Dealing with salary generally overwhelmed and blocked creative, meaningful, or comprehensive consideration of performance goals (Szilagyi & Wallace, 1980).
2.3.2.2 Open Performance Review and Appraisal System Purposes

The openly approach to performance appraisal has been related to employees as individuals. This approach has been concerned with the use of performance appraisal as a contributor to employee motivation, development, and human resources planning. According to Glueck, 1982 this approach contained all of the traditional overall organizational performance appraisal purposes and the following additional purposes: Provision to employees of the opportunity to formally indicate the direction and level of the employee's ambition; Showing organizational interest in employee development, which was cited to help the enterprise retain ambitious, capable employees instead of losing the employees to competitors; Provision of a structure for communications between employees and management to help clarify expectations of the employee by management and the employee; and Provision of satisfaction and encouragement to the employee who has been trying to perform well. 
In reviewing the purposes for performance appraisal at the organizations, the appraisal has been a key part of the management process for the effective utilization of human resources. Through OPRAS as the performance appraisal system, the organization expected its managers: To translate organizational goals into individual job objective; To communicate management's expectations regarding employee performance; To provide feedback to the employee about job performance in light of Management’s objectives; To coach the employee on how to achieve job objectives/requirements; To diagnose the employee's strengths and weaknesses; and to determine what kind of development activities might help the employee better utilize his or her skills improve performance on the current job. 
Today, most of organizations attempt to develop the outlook and performance of its employees by using multiple and complex training and educational programmes. In comparison to this, several academician's, researches and professionals hold that the personality of employees is generally developed when they learn several dimensions of job while working. Similarly, it is also believed that proper development of the personality of an employee by exercising ‘on the job' will be more useful when the organization simultaneously gets related feedback through a systematic method of performance appraisal. (Saxena, 2003).

2.3.3 OPRAS in Tanzania

The open performance review and appraisal system (OPRAS) adopted in July 2004. This is a distinctive tool in the history of human resource management (HRM) in the Tanzanian public service. OPRAS is one of the major tools critical to the adoption and nurturing of the performance management culture in the Public Service (Shitindi and Bana, 2009). The use of performance appraisal has increased over the last few decades; the practice of formally evaluating employees has existed for centuries. As early as the third century AD, Sin Yu, an early Chinese philosopher, criticized a biased rater employed by the Wei dynasty on the grounds of what he claimed “The Imperial Rate of Nine Grades seldom rates men according to their merits but always according to his likes and dislikes” (Patten, 1997). The open performance appraisal system is the method through which the expectations of interest to both (employee and the organization) can be met at will. With this method, they both discuss the goals and objectives which were communicated and mutually agreed by both, the employee and management, interactively. Biases are highly reduced by this method, while motivation and organization effectiveness is intensified.
OPRAS is the tool that aligns objective of the individual officer with that of the department/division/unit/section to the overall strategy and objective of the organization used in all public service institutions, (PO-PSM, 2006). The main goal of OPRAS is to maximize organizational performance through a process of continuous improvement, which entails conducting performance reviews that focus on the future rather than the past (Hartog et al., 2004). The open performance review and appraisal system (OPRAS) has different characteristics which distinguish it from other appraisal system. This making it more effective and efficient performance tool to be pursued by organizations. (Viane Sylvester, 2010).
Mkunda H. (2005) stipulates some of the characteristics of OPRAS. The Open Performance Appraisal System should possess the: - Openness: This gives to both employees and employers in an organization the opportunity to discuss and agree in an open manner organizational and individual objectives that are to be achieved in a given year. Participation: Involves employees in the process of setting objectives, performance targets and criteria as well as determining, assessing and recording performance. Accountability: Individual employees are required to sign annual performance agreements and account for their performance against agreed objectives, targets, performance criteria and resources allocated for each activity. Ownership: Shows the linkages between individual objectives and the overall organizational objectives in a given period. 
This helps the employees to understand their own role and contribution and subsequently creates commitment in achieving organizational goals. Feedback: Employees must be informed about the method and purpose of the performance appraisal and also notified probably orally or writing too about the result of their performance.
Therefore with those characteristics above, if OPRAS implemented well will improve performance and accountability to the organization. Apart from characteristics, the system has advantages to the organization and employees in Tanzania. 

2.3.4 
Goals of Introducing OPRAS

Introduction of OPRAS brought some changes in the daily conduct of the performance appraisal in the Government structure. As illustrated in the Personnel Issues Article No. 2 issued by the Permanent Secretary-President’s Office Public Service Management, introduction of OPRAS was geared towards ensuring it forms the basis of performance appraisal so as to have specific job targets in a year for every employee, half yearly performance evaluation and annual performance evaluation which will be openly conducted. Also, it was introduced to ensure that there should be agreement on the annual job targets which will form the basis of performance contract between the employee and the supervisor, and that annual job targets to every employee should be drawn from the annual work plan/ targets of the organization which has been analysed in the strategic plan of the respective organization. Also, every employee will be involved in setting his/ her targets and understand the relationship between the personal targets and the organizational goals to which he/ she works (PSM No. 2, 2004).
Detailed studies on OPRAS have been done and wonderful observations come out. However, one could openly say that some areas remain untouched on the reasons which have led to introduction of OPRAS or its importance in enhancing greater performance in organizations. It should also be noted that if employees are involved in the performance appraisal from the beginning, informed of their progress (or lack of progress) all along, and given a stake in the whole process, then chances are better that employees will not get frustrations on the whole process and stop blaming their supervisors or the organization. The development aspect of performance appraisal would be one of the ways employees will get involved in the whole process of appraisal.
Massawe, J. (2009) on his research on “The effectiveness of open performance review and appraisal system (OPRAS) in the executive agencies” as partial fulfillment for requirements for award of the Masters of Business Administration, took the form of a case study and the findings were collated through questionnaires. The focus was on how OPRAS has been effective in executive agencies in Tanzania, and tried to see if there were any challenges faced, in order to try to determine the way forward. The findings showed that OPRAS has been effective to some extent but still faces some challenges in ensuring its smooth implementation as employee are unaware and lacks training. The study recommended that a more detailed approach has to be in place so as to ensure there is involvement of all stakeholders in performance appraisals and that trainings are conducted and goals are set as well as setting performance based approach as a factor for reward.

2.3.5 
Institutionalization of the OPRAS in the Tanzanian Public Service

The government of Tanzania decided to introduce performance management system which is open performance review and appraisal system (OPRAS) as a human resources management tool for measuring employee’s performance in the public service in Tanzania. This was due to the different political, economic, cultural and social challenges which exist in Tanzania since 1980’s, such as poor provision of services to the public, lack of accountability of the public servant, misuse of the government budget, poor evaluation methods of measuring performance of the employees that is confidential appraisal system (CAS).
Hence the government introduces and implements different public service reform programs such as civil Service Reforms Program (CSRP) launched in July 1991 to 1999. The major thrust of CSRP was “cost containment and restructuring government”. This was succeeded by reform program; Public Service Reform Program (PSRP) phase one which was launched year 2000 and phase two 2007 with the theme of “instituting the Performance Management System” (PMS). Among the system installed and developed within PMS was Open performance review and appraisal system (OPRAS). The program was geared towards improving efficiency and effectiveness in service delivery to the public. The open performance review and appraisal system (OPRAS) was used for measuring staff performance in the entire Public Service in Tanzania (World Bank report, 2008).
OPRAS replaced Confidential Appraisal System which was identified to have various weaknesses that hinder its effectiveness in improving individual as well as organizational accountability in performance. The system had no clear linkages with organizational objectives which are derived from an organization’s strategic, operational and action plans hence hinder the organization from pursuing its strategic direction.
The system rendered impossible the aspect of improving employee performance via constructive feedback due to its confidentiality, its design and structure which did not allow it to inform an employee’s on training and career development needs. The system was not open and participative to the employee in designing the performance objectives and standards. The intrinsic failure of the previous confidential appraisal system to address individual performance gaps, training and career development needs as well as its disassociation to and organization strategic direction behooved the Tanzania government to look for a new system that would be able to effectively address these pertinent issues. The open Performance Appraisal System (OPRAS) was latest reform in a series which was introduced by the Tanzania Public service in 2004.

2.3.6 Assessment of the OPRA’S Implementation Process

The government of Tanzania invests a lot in the implementation of OPRAS in the entire Public service in Tanzania. At first by designing the required performance systems as envisaged in the performance improvement model (PIM). Second by building the capacity to employees and management team to the Ministry and Department Agency’s (MDA’S) on how to implement and monitor the systems and their effectiveness. 
However, a critical look of OPRA’S on its effectiveness against the investment poured in by the government facing a lot of challenges to its installation and hinders to get the same success as the government expected. (Benson and Shitindi, 2009) revealed that the adoption and institutionalization of OPRAS in the Tanzania MDAs has been patchy. The reasons for this low compliance include: There are claims that the initial OPRAS forms were overly complicated to complete and they were not context-sensitive to different professional cadres in the public service such as drivers and secretary also to some cadres it is difficult due to the nature of their work example teachers and staffs from Ministry of health like nurses.
Little dissemination took place at the middle and lower levels staff of the MDA’s and in field offices hence they are not familiar with the technique use of the system. (Powel S.2004) also comments that, “from the experience of years it was evident that, there is inadequate and unsustainable training was offered to public servant. Those who have been trained that is training of trainers (TOT) were not able to deliver good results” as the result created obstacles to institutionalize the system in the whole public service in Tanzania.
Tanzanian cultural posse’s unique challenges to the installation and implementation of the OPRA’S, as required to have continuous communication between managers and subordinates. (Asim, 2004 and Bermont, 1994) argued that, “due to the nature of the Tanzanian Public Service it may lead to difficulty in making objective assessments in the work place, and the reluctance of managers in taking any action that may disappoint fellow employee and harm ongoing working relationships” Unclear objectives and poor interpreted goal as well as frequent interruption from some politician this usually reduce the effective implementation OPRA’S. They make public servant/employees not exactly to know where their effort should direct (Sylvester, 2010).
Budgetary constraints and poor prioritization is another factor which makes OPRAS to underperform in Tanzania the state of available resources in implementation OPRAS in Tanzania was less convincing to be sufficient as Neely, A. (1995) noted. The resources are needed to support employee and organization objectives was not sufficient hence hinder employees to achieve the expected result. Feedback in OPRAS is not used especially in promotions, selection of best performers, and capacity building such as training has been done without reference to the information available from OPRAS feedback if the employees has weaknesses or not. Also the best performer in the organization was chosen according to the majority vote of employees and not for the feedback obtains from OPRAS.
Tangen (2004) noted that poor participation of employees in planning of their objectives. Most of public sector institution in Tanzania doesn’t allow the effective participation of the both employers and employees and other stakeholder in equal basis in planning, designing bargaining of what to be done and to what extent. This makes some administrator themselves to set some unrealistic objectives and performance to be achieved on behalf of the employees and lead to poor performance. In addition, TFDA has also revealed some shortcomings in the implementation of OPRA’S to their organization (TFDA TASA, 2008). Those are: OPRA’S Implementation tool does not provide room for other activities not covered in the work plan. It does not provide for personal development plan. The system itself is not motivating as it does not clearly provide rewards and sanctions for good and bad performance respectively. It does not provide for 360 degrees performance feedback. It does not cover performance during the probation period (for newly recruited staff). Provision of the third party in the appraisal process destroys mutual trust, confidence and relationship between the supervisor and the subordinate and does not provide for the performance appraisal committee. Hence implementation of OPRA System hindered to achieve the intended objectives due to the above factors.

2.4 
Empirical Study

2.4.1
 Introduction

Introduction of OPRAS was a key part of the Government’s commitment to improve performance and service delivery to the public. It is a key accountability instrument for individual employees that emphasize the importance of participation, ownership and transparency through involving employees in objectives setting, implementing, monitoring and performance reviewing process. This way there is continuous communication between supervisor and employees; and understanding on the linkage between organizational objectives and individual.

2.4.2 
Findings and Recommendations from other Authors in Performance Appraisal Systems

Meenakshi, G (2012) on his study on “Multi source feedback based performance appraisal system (360 Degree Feedback) using Fuzzy logic decision support system”; he said that data on the performance of an individual are collected systematically from a number of stakeholders and are used for improving performance. The 360-Degree Feedback approach provides a consistent management philosophy meeting the criterion on performance appraisal. The 360-degree feedback appraisal process describes a human resource methodology that is frequently used for both employee appraisal and employee development. Used in employee performance appraisals, the 360-degree feedback methodology is differentiated from traditional, top-down appraisal methods in which the supervisor responsible for the appraisal provides the majority of the data. Instead it seeks to use information gained from other sources to provide a fuller picture of employees’ performances.
Similarly, when this technique used in employee development it augments employees’ perceptions of training needs with those of the people with whom they interact. The 360-degree feedback based appraisal is a comprehensive method where in the feedback about the employee comes from all the sources that come into contact with the employee on his/her job. The respondents for an employee can be her/his peers, managers, subordinates team members, customers, suppliers and vendors. Hence anyone who comes into contact with the employee, the 360 degree appraisal has four components that include self-appraisal, superior’s appraisal, subordinate’s appraisal student’s appraisal and peer’s appraisal.

In this system, staffs are being evaluated in four aspects will be taken into consideration when evaluating staff performance and each aspect will index into its sub criteria. Performance appraisals are frequently used in organization as a basic for administrative decision such as employee promotion, transfer and allocation of financial rewards; employee development, including identification of training needs and performance feedback.
This PAS basically uses variety of source of information on employees’ performance which made to be good PAS. Basing on supervisor as a means of evaluating a performance of an employee has got a variety of biasness that pure hinder the effectively implementation of the PAS therefore using multisource kind of getting information on employees’ performance would have development towards the achievement of an employee within the working area. In this study, the supervisor’s biasness will be taken as criteria in looking the concise information on the assessment of OPRAS implementation.
Pandelani Harry Munzhedzi (2011) on his research study on “Performance Management System and Improved Productivity”: a case of the department of local Government and housing in the Limpopo Province. He explained that The Performance Management System (PMS) has been introduced in the South African public service with the intentions of monitoring, reviewing, assessing performance, developing underperformers, and recognizing and rewarding good performance. This study was undertaken as an attempt to investigate whether the PMS of the Department of Local Government and Housing (DLGH) in the Limpopo Province contributes to the improvement in departmental productivity. The literature review undertaken in this study shows that there is a general poor understanding of PMS in the public service and in the DLGH in particular. It (the literature review) further establishes that there are several challenges that hinder the effective implementation of a PMS in the public service. Other findings of the study include that there is a challenge of biased ratings (subjective assessment), and a setting of unrealistic performance targets which are unrealizable by employees. The foregoing justifies the reasons why productivity levels are not always realized and targets not achieved by the DLGH.
The main finding of the study is that, although it plays a significant role in the improvement of productivity, the PMS has not contributed to the improvement of productivity of the DLGH in the Limpopo Province. The main recommendation on the basis of this finding is that there should be a regular and thorough training of officials within the DLGH about the PMS and how it influences productivity. Other additional recommendations include, inter alia, that the Departmental Moderating Committee should demand verifiable evidence to justify a higher rating during quarterly assessments, and that punitive/disciplinary measures be taken against those who do not comply with the provision of the PMS policy, particularly failure to submit performance instruments.
Pandelani Harry Munzhedzi found the following findings from the study: Employees’ understanding of performance management system -  definitions of performance management provided by most respondents show serious lack of understanding, despite the claims of adequate understanding of the PMS. Understanding of performance management system by supervisors - the study reveals that there is a general lack of understanding of a PMS by departmental employees of the DLGH. The literature review in the studies (see Ravhura, 2006; Mabelane, 2007) also supports the view that there is generally a lack of understanding of a PMS by both subordinates and supervisors in the public service. The fact that departmental employees have little understanding of a PMS translates that there are supervisors at the DLGH who do not have sufficient understanding of a PMS. In the opinion of the researcher, some supervisors are considered to possess enough knowledge about a PMS simply because they rate their subordinates high enough to qualify for an annual performance bonus.
General understanding of performance management system in the Department - One respondent who is a member of the SMS responsible for the implementation of the PMS in the Department has indicated that they (the PMS division) have inducted and trained all new and old departmental employees on the PMS. However 82.1% of the respondents indicated that they are of the opinion that the general understanding of the PMS in the Department is poor. 
The member of the SMS responsible for the implementation of the PMS in the DLGH has indicated that they train both old and new employees about the PMS, but it seems that the training they provide is not sufficient. Only 17.9% of the respondents indicate that the general understanding of the PMS in the DLGH is good whereas 82.1% believe that it is poorly implemented and understood. If training on the PMS does take place as alluded to, it is not sufficient because it does not result in the adequate understanding of the PMS in the DLGH.
Pandelani also found challenges facing performance management system and improvement of productivity in the Department. The following are the challenges as raised by the respondents, in no particular order: Incompetent managers who are unable to implement the PMS effectively and efficiently, Lack of understanding (if any) of the PMS by both employees and their supervisors in the Department, The PMS and training divisions not being under the same Strategic Business Unit/directorate whereas performance and training go together, Non-compliance of policy provisions by some employees which includes timeous submission of performance instruments., Failure to submit or late submission of performance instruments (performance agreement/MOU/quarterly assessment reports), Shortage of personnel in the PMS division to implement the system effectively and efficiently, Lack of sufficient performance incentives (performance bonuses and pay progression) to reward those who perform well or exceed the set performance target or halo effect, Biased ratings (subjective assessment) by supervisors’ of their subordinates based on reasons such as favoritism, Focusing on the quantity of the end-product (output) rather than on the quality (value) and Setting unrealistic performance targets that are too high to be achievable.
Based on the findings, analysis and conclusion of the research study, the following were recommendations are made by Pandelani: There should be regular and thorough training of departmental officials about the PMS in the public service and how it impacts on productivity. Such training could improve the understanding of the PMS by Departmental officials, After concluding that the PMS has not contributed to improvement of productivity, the DLGH should ensure that employees understand how their individual performance impacts on the overall productivity of the Department. Officials should understand that low individual performance may lead to a low departmental performance and productivity, In addition to paying of performance incentives to employees, the Department should improve its performance and productivity by undertaking the following actions, Monitoring of performance should not only be limited to quarterly and annually, but should be extended to monthly (even if such is done informally), so as to detect weaknesses as soon as possible, PMS training on the purpose and objective of the system should be conducted annually for all departmental employees. 
Good communication and relations between subordinates, supervisors and management should be facilitated, The PMS division, Training division and Employee Awareness Programme division should work together to address the lack of skills and other problems associated with underperformance, Performance targets of both the individual employees and the Department should be clearly defined.
Recognizing and acknowledging of internal staff during recruitment, appointments and promotional process should be done, Personal development plans (PDP) should be implemented effectively, A skills audit on a quarterly and annual basis should be conducted to check what employees are capable of doing, Best performers should be recognized by appreciating them during Departmental meetings or gatherings in the presence of their colleagues, A favourable working environment for employees should be created by ensuring that the necessary resources such as computers and stationery are made available to them.

Mohamed Faizal (2005) on his research study on “Institutionalization of performance Appraisal system”: A case study of the Maldivian public service in Norway; he said that the public sector in most countries is going through profound restructuring in the face of environmental constraints that force the sector to become more efficient and effective. In this respect, one of the most popular tools used in the contemporary reform programme is the application of performance appraisal systems. However, since appraising is considered to be a particularly controversial management practice anywhere it is being practiced, the successful institutionalization of such a system faces numerous challenges and obstacles. 
The purpose of this study is to explore ‘the degree of institutionalization and how different factors influence the extent of institutionalization of the Performance Appraisal System’ in the Maldivian Public Service. A comparative approach, where the President’s Office and the Public Service Division are selected as the two units of analysis, will be used to find the possible similarities and differences which eventually will be used to make generalizations for the entire public service. In order to carry out this qualitative study, data were collected from different sources including interviews, documents and observations. The study derived its theoretical orientation based on eight independent variables classified into cultural, organizational and political factors that may influence the institutionalization process. 
The study revealed that the extent to which the appraisal system has been institutionalized in the public service is very low, and although there are many factors inhibiting the institutionalization process, it was the lack of political accountability that appears to be the most important factor. Furthermore, having supportive leaders at the organizational level, formulation of a Public Service Act, provision of valuable rewards and extensive training were also considered important prerequisites that are of necessity for creating a professional public service. The absence of these factors has resulted in the failure to create the appropriate atmosphere needed to fruitfully institutionalize the performance appraisal system.
Mohamed Faizal (2005) on his study, he concluded that it is evident that PSD is making a real effort to make the appraisal system a success. However, due to the lack of attention that the government has shown on issues related to making the government more transparent and accountable, has led for most to believe that the government lacks the required political will to successfully implement the PA system. To achieve greater success, the different powers of the state needs to function independently from each other so that the appropriate checks and balances will be established thereby making the government more transparent and accountable. In addition to that, government needs to enforce compliance by the organizations through the necessary means so that the government’s intention will be seen as a true attempt rather than simply a political symbol to legitimize the actions of the government.
Chris Obisi (2011) on his research on “Employee Performance Appraisal and its Implication for Individual and Organizational Growth” he said that Organizational performance and its resultant efficiency and effectiveness can only be achieved when individuals are continuously appraised and evaluated. The inability of organization to install an effective performance appraisal strategy has hindered them from achieving competitive advantage which they require more now than ever before. Appraisal processes are not systematic and regular and often characterized by personal influences occasioned by organizations preoccupation to use confidential appraisal system which hinders objectivity and fairness. Often organizations ignore management by objectives, critical incidents to personal prejudices. This is retrogressive as it affects the overall performance of the individual. 360 degrees appraisal method whereby superiors and the appraise their subordinates, subordinates appraise their superior and the appraisee appraise himself or herself and the average of all the appraisal taken to arrive at the final appraisal outcome should be now be considered by organizations. 
Also post appraisal counseling whereby the appraisal outcomes are analyzed to explain strengths and weaknesses and set agenda for better future performance. Organizations should stop giving less attention to the evaluation of their employees and recognize that organizational training needs can only be identified from performance appraisal outcomes. It is an invaluable tool but in the hands of human resource management officers to continuously evaluates and audits the performance of its employees in other to help organizations win competitive advantage.
On his conclusion, he recommended that Organizations should face realities that performance appraisal is incomplete unless the appraisee is told what his strengths are and weaknesses, his performance cannot improve in the subsequent future, which obviously defeats the very objective of periodic appraisals. Such a process of discussion with the subordinates focusing on the entire performance (tasks and behaviour) during the particular period is called performance appraisal counseling. 

2.5 
Research Gap

The studies reviewed above shows that there is a need to research on the effectiveness of the performance appraisal system on an individual employee performance and the organization effectiveness at large. As far as the researcher is concerned there are few researches that have been done on the effectiveness of the performance appraisal system on an individual employee performance and the organization effectiveness, that is why the researcher found it necessary to conduct this research so as to be able to establish the contribution of the performance appraisal system on an individual and the general organizational performance.
From the above mentioned empirical studies, it is evident that extensive studies related to performance appraisal and OPRAS in particular have been done. However, as one can’t say with a certain proof that all sources to assess the implementation of OPRAS in the Public Service in Tanzania have been observed, example Mooney, J found that largest gap between expectations and experiences in small public sector in the United Kingdom lay in the current system, with respondents particularly concerned about the lack of training and over-simplistic documentation. Non-measurement of competencies was also a concern.
Massawe, J., found that OPRAS has been effective to some extent but still faces some challenges in ensuring its smooth implementation as employee are unaware and lacks training in executive agencies in Tanzania. Also Igogo, W found that adoption of OPRAS had turbulent path, with unclear objectives set between supervisors and supervisees, lack of enough commitment of the leaders to implement it, and lack of enough training to stakeholders. 
In view of the above observation, the researcher want to bridge the existing gap by combining OPRAS to the appraisal system in general which will be carried out in the whole public service and not just some departments agencies and come up with the conclusion so as to focus on the really challenges on implementation of OPRAS in the Public Service Institutions especially at the Public Service Pensions Fund. The stated past researches used different indicators and variables to detect presence of challenges on implementation of OPRAS. The researcher will investigate whether the indicators and variables explains different conditions drawn by earlier examiners, and whether OPRAS faces challenges when being implemented in executive agencies like PSPF.

2.6 
Conceptual Framework

The conceptual framework is the narrative outline presentation of variables that have to be studied to determine their relationships between and among the variables. It details the variables that have to be examined and their expected relationship (Kothari, 2009). The assessment of implementation of OPRAS will be influenced by the independent variables (Performance measures, Staff involvement in implementation, Staff satisfaction, Employee expectations and Sensitization Program & Training) and dependent variable (OPRAS’s implementation).
The variables under study have been represented diagrammatically to show the relationship between them by illustrating the influence of the independent variables on the dependent variable in order to give coherence to this report. The respondents will be asked questions relating to the independent variable in order to test the relationship with dependent variable. The questions will be in different style.

CHAPTER THREE

3.0 RESEARCH METHODOLOGY

3.1 
Research Paradigm

This chapter explains how the research was done. In this case, explanations on the study areas, research design, research approach, population and sample are provided. Furthermore, elaborations are provided on sampling procedures, research methods as well as data analysis procedures. Research methodology is a way to systematically solve the research problem. It may be understood as a science of studying how research is done scientifically. In it we study the various steps that are generally adopted by a researcher in studying his research problem along with the logic behind them. It is necessary for the researcher to know not only the research methods/techniques but also the methodology (Kothari, 2009).

Qualitative and quantitative research approaches were used during data collection. Qualitative research approach is the approach which involves an interpretive and deep gathering of information in order to achieve the objective of the study (Kamuzora et al., 2008). In light of this, qualitative approach puts much emphasis on the qualities of entities, processes and meanings that cannot be experimentally examined or measured in terms of quality, amount intensity or frequency, (Denzin and Lincolin (1994).

Qualitative approach had been used because it gives an opportunity to analyze the collected data since different data analysis techniques can be used on an open- coding and content analysis and can be used interchangeably during data analysis (Bell, 1998). In fact, employment of qualitative approach is expected to facilitate socialization between the researcher, respondents and the entire community because of frequent interactions among them.
Quantitative approach involves collection of quantifiable data which are normally in terms of numbers, tables, charts and figures to mention a few. In this case, quantitative research approach is the approach which had been used to analyze quantified data. It is the approach which produces findings arrived at by means of statistical procedures or other means of quantification (Strauss and Curbin, 1990). The approach will enable the researcher to interpret and analyze data from various instances under study. Thus, as Schwedt (1986) put it down, during the study, the researcher expects to enjoy rewards from both numbers (quantitative) and words (qualitative). The combination of data from interviews and questionnaires and computed percentages enabled the researcher to draw valid conclusions and put forward researchable issues for further studies. The rationale for employment of quantitative approach is that the approach does not consume time, a situation which results into collection of much information from the field. 

3.2 
Case Study, Area of Population, Sampling Technique and Sample

3.2.1 
Case Study Research Design

Case study had been employed during this research. Case study is one which enables researchers to deeply study a particular issue in order to reveal the cause, implications and solutions (Kothari, 2009). During the study, the researcher intends to deeply explore the factors that led to the failure of implementation of OPRAS in Tanzania and at PSPF in particular. Thus, case study adopted because it is flexible in data collection and allows the use of different methods during data collection. In this case, the researcher was able to use different research methods such as questionnaires and documentary analysis in order to collect quality data.

3.2.2 Area of Population

Table 3.1: Showing the Unity of Inquiry

	Unit of Inquiry
	Population

	Directors
	8

	Staff members
	310

	Total
	318


Source: PSPF (2013)
Population refers to the group of people in which a sample is taken (Kothari; 2004). The study was conducted at Public Service Pension Fund-Headquarter in Dar es Salaam region whereby all the PSPF staffs were involved in the study from top management to operational level. This population had similar characteristics since all the staffs are subjected to OPRAS as part of the performance appraisal to all public servants.

3.2.3 
Sampling Techniques 

The researcher used purposive sampling and simple random sampling technique respectively. In purposive sampling; this sampling method involves purposive or deliberate selection of particular units of the universe for constituting a sample which represents the universe (Kothari, 2009). Selection of respondents from the Management Staff included two categories which are directors and other staff members. These are known as key informants and they were selected by using purposive sampling, and usage of interview guide put in place during data collection. 

In simple random sampling technique; this type of sampling is also known as chance sampling or probability sampling where each and every item in the population has an equal chance of inclusion in the sample and each one of the possible samples, in case of finite universe, has the same probability of being selected (Kothari, 2009). This method adopted where all respondents have got an equal chance of being selected i.e. to every number of staffs; one staff is being selected to participate in the study. This was be done by writing all the staffs’ name into separate pieces of paper and fold them and then a random pick is done at every 5 count in the folded papers-one folded paper is picked up and identify a staff’s name. All the directors were included in the study due to their number.
3.2.4 Sample

Table 3.2: Showing Sample Size Employed in the Study

	S/N
	Name
	Population
	Sample Size
	Sampling type

	1.
	Director General
	1
	1
	Purposive sampling

	2.
	Director of Information Systems
	1
	1
	“

	3.
	Director of Finance
	1
	1
	“

	4.
	Chief Internal Auditor
	1
	1
	“

	5.
	Director of Operations
	1
	1
	“

	6.
	Director of Planning and Investment
	1
	1
	“

	7.
	Legal Services Manager
	1
	1
	“

	8.
	Procurement Manager
	1
	1
	“

	9.
	Staff members
	310
	62
	Simple random sampling (5 count; 1 being selected)

	
	TOTAL
	318
	70
	


Source: PSPF (2013)
Table 3.3: Showing the Unity of Inquiry

	Unit of Inquiry
	Population
	Sample

	Directors
	8
	8

	Staff members
	310
	62

	Total
	318
	70


Source: PSPF (2013)
3.3 
Data Collection

3.3.1 
Types of Data Collected

3.3.1.1 Primary Data

Primary data will be used as primary means of collecting some information from respondents. These are data in which the researcher himself or herself will collect for the first time through observation, survey or by any agent known to researcher by using data collection methods such as questionnaires (Saunders et al., 2003). These primary data obtained from PSPF’ responses at all levels of management. This ensured the validity of the information that obtained for analysis and interpretation.

3.3.1.2 Secondary Data

Secondary Data are materials collected and cultivated by others, often for a different purpose for the actual study (Kothari, 2009). The researcher used books, articles and journals to intensify understanding on the subject of this research. The secondary data were collected from different literatures, which are related to the study so as to add to the primary data. 
3.3.2 
Data Collection Method

3.3.2.1 Questionnaire

Questionnaire as data collection method employed in this study. The questionnaire seemed to be appropriate tool for data collection due to the nature of the study itself and easy to administer, it is cheap to conduct, relatively quick and easy to create, code and interpret (especially if closed questionnaire are used). In addition, the respondent-not the researcher-does the time-consuming part of completing the questionnaire (Kothari, 2009).       
The questionnaires were used to get information from all selected employees. Some of questionnaires were distributed to Management staff to assess challenges faced by them when implementing OPRAS. The researcher expects to get information in relation to the stated answers. Collected information is expected to dwell on the challenges facing implementation of OPRAS at PSPF.

3.3.2.3 Documentary Review

Documentary review is a process of reading various extracts found in offices or places dealing with or associated with the issue the researcher is investigating (Miles and Huberman, 1996). Documentary review schedule will be designated in order to ensure that all important documents identified are reviewed.

3.4 
Data Processing, Analysis and Result Presentation Plan

After the data have been collected, the researcher turns to the task of analyzing them. The analysis of data requires a number of closely related operations such as establishment of categories, the application of these categories to raw data through coding, tabulation and then drawing statistical inferences. The unwieldy data should necessarily be condensed into a few manageable groups and tables for further analysis (Kothari, 2009). 

Data Processing techniques will involve arranging the collected data, sorting, editing, tabulation and coding them for further analysis to be taken. Coding operation is usually done at this stage through which the categories of data are transformed into symbols that may be tabulated and counted. Editing is the procedure that improves the quality of the data for coding. With coding the stage is ready for tabulation. Tabulation is a part of the technical procedure wherein the classified data are put in the form of tables. The mechanical devices can be made use of at this juncture. A great deal of data, especially in large inquiries, is tabulated by computers. Computers not only save time but also make it possible to study large number of variables affecting a problem simultaneously (Kothari, 2009).
Data analysis technique will involve SPSS (Statistical Package for Social Science). This package will help to analyse the coded data and provide results according to the parameters assigned. The results will be presented through tables, charts and graphs to show the analysed data. These different formats will help a researcher to make a concise elaboration out of them to mimic the collected data.

3.5 
Validity

Validity is the most critical criterion and indicates the degree to which an instrument measures what it is supposed to measure. In other words, validity is the extent to which differences found with a measuring instrument reflect true differences among those being tested. But the question arises: how can one determine validity without direct confirming knowledge? The answer may be that we seek other relevant evidence that confirms the answers we have found with our measuring tool. What is relevant, evidence often depends upon the nature of the research problem and the judgment of the researcher. But one can certainly consider three types of validity in this connection: (i) Content validity; (ii) Criterion-related validity and (iii) Construct validity (Kothari, 2009).

In this research, Content validity will be applied.  Content validity is the extent to which a measuring instrument provides adequate coverage of the topic under study. If the instrument contains a representative sample of the universe, the content validity is good. Its determination is primarily judgmental and intuitive. It can also be determined by using a panel of persons who shall judge how well the measuring instrument meets the standards, but there is no numerical way to express. Content validity is the extent to which a measuring instrument provides adequate coverage of the topic under study. If the instrument contains a representative sample of the universe, the content validity is good. Its determination is primarily judgmental and intuitive. It can also be determined by using a panel of persons who shall judge how well the measuring instrument meets the standards, but there is no numerical way to express it (Kothari, 2009).  

3.6 
Reliability

The test of reliability is another important test of sound measurement. A measuring instrument is reliable if it provides consistent results. Reliable measuring instrument does contribute to validity, but a reliable instrument need not be a valid instrument. For instance, a scale that consistently overweighs objects by five kgs. is a reliable scale, but it does not give a valid measure of weight. But the other way is not true i.e., a valid instrument is always reliable. Accordingly reliability is not as valuable as validity, but it is easier to assess reliability in comparison to validity. If the quality of reliability is satisfied by an instrument, then while using it we can be confident that the transient and situational factors are not interfering (Kothari, 2009).  
As to this case, reliability will be based on the nature of respondents where data will be collected from.  As the whole sample comes from workers of Public Service Pensions Fund, I’m confident that there will be consistency on the results obtained, as the environment is the same and almost all members of staff have experienced the shortcomings on the implementation of OPRAS.

3.7 
Ethical Considerations

The aim of the study will be communicated to each selected respondent who will be informed that his/her response is voluntary (David B. and Resnik, J.D., 2011). Furthermore, there will be assurance of confidentiality, honesty and integrity so as to ensure they accord all necessary help in ensuring the study is a success.

CHAPTER FOUR
4.0  DATA ORGANIZATION, DATA ANALYSIS AND PRESENTATION OF FINDINGS

4.1 Introduction to the Chapter

According to Donald. K. Kombo and Delno. L. A. Tromp (2011); the term “data organization” in research refers to orderliness in research data. This is putting data into some systematic form. This organization includes identifying (and correcting) errors in the data, coding the data, and storing it in appropriate form. On the other hand, analysis refers to examining the coded data critically and making inferences. The presentation of data refers to ways of arranging data to make it clearly understood.

4.2 
Statistics on the Demographic Variables of Respondents Involved in the Study

Due to the sample size involved in the study to represent the entire population intended to be studied; the sample chosen had variety of professionals ranging from different age group which also consider gender issue (67.1% male and 32.9% female) to equal chance of participating in the study. Bachelors (40%) and Postgraduate diplomas (24.3%) categories dominated the study of the entire respondents participated in the study. Among this, participants ranging at the age of 20-30 dominated the study by 58.6% followed by 40% at the age of 30-40 for the entire population while 78.6% which comprises of majority participants involved in this study have been working at PSPF at the range of 1 year to 10 years. This information tells that the study has valid composition of the respondents ranging from different perspectives within the PSPF; this also ensures a clear insight of the situation prevailing within the organization. These details have been extracted from Table 4.1 up to Table 4.4 depicting the real situation from the case study.

Table 4.1: The Respondents' Age Groups
	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	20-30
	41
	58.6
	58.6
	58.6

	30-40
	28
	40.0
	40.0
	98.6

	40-Above
	1
	1.4
	1.4
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
Table 4.2: The Respondents' Gender

	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Male
	47
	67.1
	67.1
	67.1

	Female
	23
	32.9
	32.9
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
Table 4.3: The Respondents' Educational Background

	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Certificate holder
	4
	5.7
	5.7
	5.7

	Diploma holder
	10
	14.3
	14.3
	20.0

	Bachelor degree holder
	28
	40.0
	40.0
	60.0

	Postgraduate holder
	17
	24.3
	24.3
	84.3

	Master degree holder
	11
	15.7
	15.7
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
Table 4.4: The Respondents' Years of Serving the Organization

	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	1-10
	55
	78.6
	78.6
	78.6

	11-20
	15
	21.4
	21.4
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
4.3 
Data Analysis and Presentation of Findings
4.3.1 
Presentation of Findings Based on Objective Number one – Assessment of OPRAS Implementation

The assessment of OPRAS implementation at PSPF covered a wide area to collect information which will be usefully for the management practices in relation to performance appraisal system being introduced at the organization. About 90% of all respondents participated in the study have shown to be aware on performance appraisal system been introduced at their working environment. 

This result has shown that there were efforts made when introducing the system within the vicinity.  The remaining 10% of participants had other reasons that made them to be unaware of such program prevailing in their working environment. Table 4.5 shows the results from the study.

Table 4.5: the Respondents' Views on Staffs Aware of the Performance Appraisal System
	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Yes
	63
	90.0
	90.0
	90.0

	No
	7
	10.0
	10.0
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
Apart from being aware of such program prevailing at PSPF, the research goes further in finding how such awareness was disseminated over the organization. 55.7% of all participants participated in the study have indicated to get the information from their co-workers i.e. through office mates and 27.1% through departmental meeting and the rest as indicated in the Table 4.6. 

Table 4.6: Respondents' Views on how they Get Information about OPRAS
	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Through my head of department
	8
	11.4
	11.4
	11.4

	Through my supervisor
	4
	5.7
	5.7
	17.1

	Through departmental meetings
	19
	27.1
	27.1
	44.3

	Through my office mates
	39
	55.7
	55.7
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
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Figure 4.1: The Respondents' Views on how they Got Information about OPRAS
Source: Research (2013)
Also the respondents were asked if they know the objectives of OPRAS as well as performance targets and criteria used. 64.3% of all participants involved in the study agreed that they know the objectives of the OPRAS and the rest about 35.7% argued negatively due to the reasons they provided. Table 4.7 shows the results.
Table 4.7: The Respondents' Views on the OPRAS Objectives and Performance Target and Criteria
	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Yes
	45
	64.3
	64.3
	64.3

	No
	25
	35.7
	35.7
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
The 37.7% of respondents argued negatively comprising of 25 participants, whereby 52% said that they didn’t know the objectives to be achieved and 48% said that they didn’t participate in setting the objectives of the program in relation to PSPF. According to the study, this group seemed to be too critical and provided reliable information concerning the study.

Table 4.8: The Respondents' View on Negative Aspect on Objectives of OPRAS
	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	I didn’t participate in setting the objectives
	12
	48
	48
	48

	I didn’t know the objectives to achieve
	13
	52
	52
	100.0

	Total
	25
	100.0
	100.0
	


Source: Research (2013)
Despite the fact that introduction and implementation of OPRAS has its own kind to PSPF, 81.4% of the staffs participated in the study have agreed to participate in the performance appraisal system since its introduction. Table 4.9 has shown the results found from the study.

Table 4.9: The Respondents' View on Involvement in OPRAS
	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Yes
	57
	81.4
	81.4
	81.4

	No
	13
	18.6
	18.6
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
81.4% of staffs involved in the study have signified the un-presence of PSPF workers participating in formulating and setting goals and appraisal issues before implementation of the system within the vicinity. This lack of user involvement always brings un-successfully implementation of system which is seen in implementation of OPRAS at PSPF. Table 4.10 has shown the results from the study.

Table 4.10: The Respondents' View on Setting Goals and Appraised
	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Yes
	13
	18.6
	18.6
	18.6

	No
	57
	81.4
	81.4
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
In any performance appraisal system, supervisor or a person responsible in evaluating your performance issues should provided performance feedback. This will help a staff to know if she/he has attained her/his targets or not, what measures she/he should took to improve performance. The study has found that over 90% of the supervisors didn’t discuss with their workers on their performance appraisal feedback. 

That has contributed a lot in making full implementation of the performance appraisal system to be inevitable in reality. Staffs need their performance feedback in a number of reasons so as to improve on their performance. Table number 4.11 and Figure 4.2 have shown these results.

Table 4.11: The Respondents' View on Supervisor Involvement in Performance Feedback
	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Yes
	4
	5.7
	5.7
	5.7

	No
	33
	47.1
	47.1
	52.9

	Rarely
	33
	47.1
	47.1
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
[image: image3.png]Respondents' view on supervisor involvement in Performance Feedback

30

Frequency
g

10

T T T
ves No Rarely

Respondents’ view on supervisor involvement in Performance Feedback





Figure 4.2:The Respondents' View Toward Supervisor Involvement in Performance Feedback
Source: Research (2013)
The study has found that the performance appraisal forms are taken semi-annually that is at June and July which was the response from about 78.6% of respondents. The time interval is reasonable to access the performance of a worker as per target given to attain. The remaining 21.4% could have been associated with other environmental circumstances that they failed to fill the performance appraisal forms. Table 4.12 has shown the results.

Table 4.12: The Respondents' View on Frequency of Filling Performance Appraisal Form
	Criteria 
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Once
	15
	21.4
	21.4
	21.4

	Twice
	55
	78.6
	78.6
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
The study also has found that almost 100% of all the respondents involved in the study are not satisfied with the performance appraisal system being introduced at PSPF. This has been contributed by the fact that the system is not compatible with PSPF situation i.e. performance criteria, goals and other incentives embedded in the OPRAS are different to PSPF environment.

Table 4.13 shows the results from data collected and Figure 4.3 shows the graphical presentation of the data found from the study.
Table 4.13:  The Respondents' View on Satisfaction in Ranking the Overall Performance
	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Not
	38
	54.3
	54.3
	54.3

	Not At All
	32
	45.7
	45.7
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
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Figure 4.3: The Respondents' View on Satisfaction in Ranking the Overall Performance
Source: Research (2013)
Respondents were also asked the benefits that they are getting through performance appraisal feedback report in their daily work; the results were based on the appreciation on the work done which was an answer by 58.6% of respondents, and 34.6% of respondents answered that it’s on different kind of promotion and little in salary increment. Table 4.14 shows the results and Figure 4.4 shows the graphically presentation of the outcomes.

Table 4.14: The Respondents' View on benefit of Performance Appraisal Report
	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Promotion
	24
	34.3
	34.3
	34.3

	Salary Increment
	5
	7.1
	7.1
	41.4

	Appreciation for the work done
	41
	58.6
	58.6
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
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Figure 4.4: The Respondents' View on Benefit of Performance Appraisal Report
Source: Research (2013)
The OPRAS has been adopted for the use as performance appraisal system to PSPF without regarding the need of the organization in such kind of system in such a way there is so many factors are hidden from user perspective. The study have revealed that 78.6% of the respondents they totally don’t know the method used to evaluate their performance. 

The arguments that were made toward the altitude were basing in making fairness and providing an equal chance in participating into performance appraisal procedures and bring out the fair results for other official proceedings. Table 4.15 shows the responses from the study. Method used to evaluate and the criteria used to evaluate is like mother and son, therefore 73.4% they do know the criteria used to evaluate their performance. Table 4.16 shows the outcomes from the respondents participated in the study assessment study.
Table 4.15:  The Respondents’ View on Method being Evaluating your Performance
	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Yes
	15
	21.4
	21.4
	21.4

	No
	55
	78.6
	78.6
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
Table 4.16: The Respondents' View on Criteria used to Evaluate Worker's Performance
	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Yes
	18
	25.7
	25.7
	25.7

	No
	52
	74.3
	74.3
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
The study goes further in finding if the staffs at PSPF have being satisfied with the OPRAS and the outcome were as follow: 77.1% were not satisfied with the performance appraisal system being implemented and 22.9% are satisfied. The logic behind this is that; the OPRAS does not provide effective output to their performance. Table 4.17 elucidates the scenario.
Table 4.17: The Respondents' View on Satisfaction with System used to Evaluate the Performance
	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Yes
	16
	22.9
	22.9
	22.9

	No
	54
	77.1
	77.1
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
45.7% of all respondents were arguing on unfair treatment of the system as far as performance appraisal system should be. 30% of the respondents argued that the system provide fairness to its processes, 10% argued that the system is complicated and the remaining 14.3% they don’t know about the issue. 30% could express the group that is benefit more in daily operations while the 45.7% could represent the majority of workers at operational level who suffers a lot in day-to-day operations of the organization.

The benefited group always tends to secure their benefits that are provided by the system in such a way they cannot provide the higher percentages of truthiness concerning the system. In this study, a research was mainly focusing on the great extend of the workers within the organization who are definately being negative affected by the system. Table 4.18 shows the results and Figure 4.5 shows a graphical presentation of the findings.

Table 4.18: The Respondents' View on Opinion of the Performance Appraisal System
	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Fair System
	21
	30.0
	30.0
	30.0

	Unfair System
	32
	45.7
	45.7
	75.7

	Complicated
	7
	10.0
	10.0
	85.7

	I don’t know
	10
	14.3
	14.3
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
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Figure 4.5: The Respondents' View on Opinion of the Performance Appraisal System
Source: Research (2013)
Depending on the procedures set on evaluating the worker’s performance; the study has revealed that supervisors and superiors were used to evaluate the workers. 80% were evaluated by their superiors while the rest were evaluated by supervisor. Table 4.19 and Figure 4.6 have shown the clear output in tabular and graphical presentation.
Table 4.19: The respondents' View on Person being Evaluating your Performance
	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Supervisor
	14
	20.0
	20.0
	20.0

	Superior
	56
	80.0
	80.0
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
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Figure 4.6: The Respondents' View on Person being Evaluating your performance
Source: Research (2013)
Above 50% of all respondents argued that the OPRAS didn’t improve their work performance while 37.1% argued that their work performance has been improved a little bit while 17.1 OPRAS improves their work performance. This has been accelerated due to previous factors revealed from the study on the consistence of the OPRAS in providing what is best for the PSPF workers.

Table 4.20: The Respondents' View on OPRAS if has improved your Work Performance
	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Yes
	12
	17.1
	17.1
	17.1

	No
	26
	37.1
	37.1
	54.3

	A little bit
	22
	31.4
	31.4
	85.7

	Not at all
	10
	14.3
	14.3
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
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Figure 4.7: The Respondents' View on OPRAS if has improved your Work Performance
Source: Research (2013)
Over 70% of all respondents argued that there is no possibility for fully implementation of the OPRAS at PSPF that is the system to provide what is best for the PSPF workers. The system has been implemented without a clear concerned on the effect that could bring to PSPF workers which affect the entire progress of the system in positive direction; in so doing most of the workers are not confident with the system. Table 4.21 and Figure 4.7 show the results.

Since the OPRAS has failed to provide what the PSPF workers want, the PSPF workers have lost complete their confidence toward the performance appraisal system being used to evaluate their performance; 57.2% respondents are total dissatisfied with the OPRAS, 18.6% respondents they don’t know about the satisfaction while 24.3 respondents are satisfied with the OPRAS system. Table 4.22 and Figure 4.8 elucidate the scenario from the study.
Table 4.21: The Respondents' View on Possibility for the Full Implementation of OPRAS
	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Yes
	17
	24.3
	24.3
	24.3

	No
	26
	37.1
	37.1
	61.4

	Still Questionable
	27
	38.6
	38.6
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
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Figure 4.8: The Respondents' View on Possibility for the Full Implementation of OPRAS
Source: Research (2013)
Table 4.22: The Respondents' Views on Satisfaction of the Performance Appraisal System
	Criteria
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	highly dissatisfied
	2
	2.9
	2.9
	2.9

	dissatisfied
	38
	54.3
	54.3
	57.1

	Not sure
	13
	18.6
	18.6
	75.7

	satisfied
	17
	24.3
	24.3
	100.0

	Total
	70
	100.0
	100.0
	


Source: Research (2013)
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Figure 4.9: The Respondents' Views on Satisfaction of the Performance Appraisal System
Source: Research (2013)

Figure 4.10 represents the PSPF staffs’ perception toward performance appraisal system implemented in graphical presentation. The study has revealed that 95% of all respondents had negative perception toward the OPRAS. This has been contributed from the fact that the system was just implemented to PSPF without user consultation to deploy their needs. In actual way, performance appraisal system seem to be as motivation tools in organization is it handles all the benefits related to workers especially at tactical and operation level. In general the system does not provide as a means of personal achievements rather than favors and biased to other part of success.
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Figure 4.10: The Employee's Perception on Performance Appraisal System

Source: Research (2013)

Table 4.23: The Employees' Perception Toward the Performance Appraisal System – OPRAS

	Employee’s perceptions on the Performance Appraisal System-OPRAS
	Strongly Disagree
	Disagree
	Not Sure
	Agree
	Strongly Agree
	Total Count

	My Duties are clearly given out
	6
	27
	20
	11
	6
	70

	I know what is expected of me in the job
	5
	29
	15
	11
	10
	70

	Appraisal system is transparent
	20
	24
	12
	9
	5
	70

	Appraisal system is timely
	30
	19
	12
	5
	4
	70

	Appraisal system is participative
	20
	29
	9
	8
	4
	70

	Good measures/parameters of individual or group performance exist
	12
	40
	2
	9
	7
	70

	Special initiatives are recognized at the time of appraisal
	18
	38
	4
	6
	4
	70

	Last performance appraisal accurately reflected my performance
	24
	28
	10
	6
	2
	70

	The appraisal system is often invalid, unfair, discriminatory, and based on favoritism
	1
	14
	2
	29
	24
	70

	Appraisal policies go in tandem with promotion, reward and transfer policies
	24
	29
	8
	8
	1
	70

	Appraisals are mostly seen as a motivating tool
	0
	5
	0
	37
	28
	70


Source: Research (2013)
4.3.2 
Presentation of Findings Based on Objective Number two – Problems Facing Implementation of OPRAS
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Figure 4.11: The Respondents' Views Toward Problem Found when Implementing and Operationazing the OPRAS
Source: Research (2013)
Table 4.24: The Problems Found During Implementation and Operationalization of the OPRAS and Response Percentages

	Problems Found when Implementing and Operationalization of the OPRAS
	Responses
	%

	Lack of sensitization program
	70
	100

	Inadequate and unsustainable training offered to public servant.
	69
	98.57143

	Poor performance measures
	68
	97.14286

	OPRAS forms are not context-sensitive to different professional cadres in public service e.g. drivers and nurses.
	67
	95.71429

	Lack of user involvement in the designing and implementation of OPRAS
	65
	92.85714

	Insignificant monetary value
	64
	91.42857

	Lack of supervisory compliance with program requirements.
	62
	88.57143

	Developments of performance criteria are not satisfactory.
	60
	85.71429

	Conflict between raters and those being evaluated.
	59
	84.28571

	Lack of OPRAS awareness among staffs
	58
	82.85714

	OPRAS’s Feedback forms are not used especially in promotion, selection of best performers and capacity building like training.
	58
	82.85714

	System failure to meet employee expectations.
	57
	81.42857

	Employee suspicion and destruct of management’s motives
	56
	80

	Supervisors’ bias
	54
	77.14286

	Lack of experience in utilization of OPRAS
	52
	74.28571

	Communication breakdown between top management and staffs.
	50
	71.42857

	Lack of adequate funding for OPRAS
	46
	65.71429

	Budget constraints and poor prioritization.
	43
	61.42857

	Lack of confidence in performance evaluation techniques.
	42
	60

	Perceived inequalities in performance award
	36
	51.42857

	Excessive demands on supervisors’ time
	20
	28.57143

	OPRAS forms are complicated to complete.
	14
	20

	Workers’ unions’ resistance and Egalitarian culture (equality ideology)
	10
	14.28571


Source: Research (2013)

4.3.3 Presentation of Findings Based on Objective Number Three – Proper Implementation of OPRAS
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Figure 4.12: The Respondents' Toward Recommendation for the OPRAS Implementaion

Source: Research (2013)
Table 4.25: The Respondents Recommendations for the OPRAS Implementation at PSPF
	Suggested Recommendations for the OPRAS implementation
	Responses
	%

	Key personnel in the system should be clear consulted
	68
	97.1429

	Restructuring of the key development criteria
	70
	100

	Clear involvement of policy makers from the beginning
	64
	91.4286

	Enhancing reward mechanism
	67
	95.7143

	System goals should be aligned with individual performance and development
	50
	71.4286

	Transparent measurement system
	70
	100

	Developing bias-free performance
	69
	98.5714

	Improve pay system for employees
	65
	92.8571

	Establish effective appraisals and analyze jobs.
	35
	50


Source: Research (2013)
Table 4.9 shows the problems that found during the implementation and operationazing the OPRAS package at PSPF. The study has detect a lot of problems but the most reading problems with high percentages in outcomes are lack of sensitization program, inadequate and unsustainable training offered to PSPF’s workers, poor performance measures, lack of user involvement in the designing and implementation of OPRAS, insignificant monetary value and lack of supervisory compliance with program requirements to mention few. These problems have made the OPRAS package to be inappropriate to PSPF.

In order to make system more functioning and effective, the PSPF staffs have revealed some recommendations which, if taken into proper channel, the system could be strengthened and attains its goals and objectives toward PSPF. Among the most leading suggestions being transparency of measurement system, restructuring of the key development criteria, developing bias-free performance, key personnel in the system to be clear consulted and enhancing reward mechanism to mention few. 

CHAPTER FIVE
5.0   SUMMARY OF FINDINGS, CONCLUSION AND RECOMMENDATIONS

5.1 
Introduction
This chapter has summarized the whole research process. It first provides a brief summary of the whole study with particular reference to the research problem, research methodology, results, the main contributions of the research and recommendations for future work. It provides a summary of the main findings of the study, conclusion and recommendations (Donald, K. and Delno. L. A., 2011).

5.2 
Summary of the Findings

The study on assessment of the OPRAS implementation at PSPF-Hq has shown that the appraisal system would not be effectively operationally due to some issues which are acting as barriers in fully deployment of OPRAS. These issues have to be taken care off immediately to make the performance appraisal system performs as it is intended to perform. The following issues have contributed a lot to make the OPRAS to be inappropriate to PSPF:

The PSPF administration didn’t take proper initiatives to make awareness of the program over the entire organization. This would be better in preparing the staffs emotionally and physically to welcoming and to participate fully in program implementation. The study has shown that over 50% of workers participated in the study they got information relating to the program from their fellow workers and little from departmental meeting. This shows how the PSPF failed to make awareness to all staffs within the organization.

The appraisal system being introduced at the PSPF is the same system with the same parameters implemented to all ministries and other organizations that is meaning the same parameters have been used to implement the program. The problems come; do all ministries and organizations have the same division of duties? The answer is definitely no, then; how come the program being implemented will yield the same results? In this way the effectively implementation of the program would not be inevitable due to different performance objectives, goals, incentive schemes and criteria set at different level of management. These were crucial issues that indicated and raised a need to re-design the performance appraisal system specifically to PSPF.

The implementation of the OPRAS at PSPF didn’t provide a room for the beneficiaries to participate fully in setting their own performance parameters within the system. In such as way, the system has neglected vital ingredient part in its core structure which could probably affect its implementations and practicability all over the PSPF.

Performance appraisal feedback to a staff has great impact in valuing himself with the rest or in time basis in order to know his or her progress when given target to meet. The absence of the performance appraisal feedback has a lot of negativity to a worker; apart from being his/her status on his/her work, the incentives would not be taken into consideration which could be a source of all misunderstandings within the organization hence failure of the performance appraisal system.

Workers at PSPF have to be satisfied in order to make the OPRAS being successfully; leaving out their concerns in performance appraisal is the same as leaving them without clothes. This situation won’t be tolerated and the only thing is to make the program cease. Therefore satisfaction is the only success for a performance appraisal system to be alive.

Incentive scheme is one among other benefits that performance appraisal system should provide to workers of that particular organization. The OPRAS at PSPF failed to provide such benefits to workers which then brought a negative response from user perspective. The inner build of the program may suit other organizations but not PSPF for the time being that is a big change is needed to be done in order to make system work effectively and efficiently.

OPRAS should be flexible enough and provide an open mechanism used to evaluate the performance of a worker. The results have shown that the method and the criteria used to evaluate worker’s performance is unknown scenario. This brings misfortunes to workers and definitely wiped out the confidence they have toward the performance appraisal system in-place. Any factor used in evaluating a staff performance should be open-minded to all parties in order to have clear sight with all the appraisal procedures. This will bring fairness to everyone involved in the system.

Satisfaction can only be realized when OPRAS provides the best benefits to a concerned group that is PSPF staffs. Providing the best performance feedback is the best option or criteria that could be taken as satisfactory factor of the OPRAS but this has been negated by the staffs working at PSPF therefore OPRAS failed to guarantee the satisfaction to its customers. If the satisfaction is low means no motivational factor prevailing hence system fails to yield the best output hence eliminated from its use.

Any system implemented especially human related information system should provide fairness in its processes and how it compares the criteria and making judgement. Fairness should be adhered in order to make a degree of trust from user perceptive and hence acceptance. Also the system failed to tell exactly who is dealing with evaluating the personally performance. The superiors seem to read the ground which obvious brings biasness in making assessment and it could be one sided traffic and not bilateral. 

Performance Appraisals in any organization are mostly seen as a motivating tool if it handles all the motivating elements in it unless otherwise. The OPRAS at PSPF should not be aligned with the appraisal policies which have to go in tandem with promotion, reward and transfer policies; Last performance appraisal do not accurately reflected the performance of a staff; Special initiatives are not being recognized at the time of appraisal; Good measures/parameters of individual or group performance do not exist within the system; the appraisal system is not timely even though it is conducted twice per year; it is transparent and staff’s duties are not recognized within the system. All these have contributed a lot to lower the good perspective of the program.

5.3 
Conclusion

Performance appraisal is clearly difficult but essential for a firm that need manage its human resources effectively in order to reduce costs and maximize profits (Al-Zhrani, 2010). The number of organizations using performance appraisals as a managerial tool necessary for facilitating the performance levels necessary to achieve the company’s mission and strategies is on the increase (Carifio, 2010). Many companies are just now realizing what an effective tool a performance appraisal can be. They have begun to emphasize the correct use of performance appraisals in their organizations for the betterment of the company (Doleh and Weir, 2007).
The purpose of this research is to make assessment of the implementation of the open performance review appraisal system (OPRAS) in the public service in Tanzania which then had spawned to a need of reviewing and discussing public performance management in general and performance appraisal for performance specifically. Performance is a topic that is a popular catch-cry and performance management has become a new organizational ideology. Under the global economic crisis, almost every public and private organization is struggling with a performance challenge, one way or another. 
In an increasingly competitive world, performance improvement is not optional; it is essential for enhancing government’s effectiveness and competitiveness. In the era of globalization and the borderless economy, competency and performance of government employees need substantial improvement. In that regard, having performance appraisal programs seems to be a good idea. Having a good idea is not enough. 
So the good idea must be followed up by system improvements and sound practices. OPRAS had been installed without proper consideration to be taken before installed it; there are a number of issues emerged which act as hindering factors which then the program has failed to achieve what was intended as promised. In order to make the program functionable, it has to be customized to quench the thirst of PSPF by re-structuring all the motivational factors, incentive scheme, performance criteria, objectives and other allowance that could read into a well functionable system.

However, a number of limitations have been identified in this study for a number of various reasons. Poor understanding of the performance appraisal system, biased ratings (subjective assessments) and setting of unrealistic performance targets which are unrealizable, people dislike to evaluate as well as to be evaluated in general, it is difficult to develop performance objectives and measurable performance indicators because the nature of public affairs is often hard to quantify, these systems appear to require more paperwork and increase both performance pressure and stress, many officials may lack in-depth understanding about the nature of these systems and the difficulties setting performance objectives to fulfill for the year.
The performance appraisal scheme should be well designed and practiced in a way that places its legitimacy beyond any doubt. This has many meanings. Among others, it signifies that the performance appraisal scheme should imply a fair and balanced system of allocation of individual responsibilities within the organization, a transparent mechanism for setting organizational objectives and to make them known by the incumbents, an individual evaluation procedure pre-established in legal instruments or in clear internal guidelines, a possibility of internal and external review and oversight over the procedure and results of the appraisal, and finally individuals need to be reassured that the results of their evaluation will be used correctly. Performance appraisal is a key tool for assuring the accountability of public servants. However, the accountability and performance appraisal system (OPRAS) fail to acknowledge this.
Therefore, PSPF management needs to develop the engaging and motivating culture necessary to attract, excite and retain well-performing employees in government. The above conclusions have been drawn up based on the evidence collected and analysed in the previous chapter. The study brought about a better understanding of the OPRAS in the public service, the kind of contribution OPRAS should have on the improvement of productivity of the PSPF and the challenges it faces on its application and implementation. The conclusion of the study was informed by the research objectives hence it covers the understanding of performance appraisal system, its contribution and its challenges in the PSPF.
5.4 
Recommendations

Based on the analysis and findings from the study conducted at Public Service Pension Fund-HQ, the study has disclosed some of the vital information which are useful and paramount important to the PSPF’s Administration as per the distributed questionnaires. Therefore, I would like to suggest the following:
(i) The introduction and implementation of OPRAS to ministries and other organizations and institute has all the directives from the central government in ensuring that performance appraisal to government workers are being practiced effectively. Despite the fact that the study has shown a negative attitude; the PSPF management has a chance to collect them by finding a proper mechanism to disseminate detailed information concerning the system. 

(ii) In order to have a fully and successive implementation of the OPRAS at PSPF; a different approach have to be initiated in order to cover up all the factors of performance appraisal in the program; that is the OPPAS have to be customized to quench the need of PSPF. In this way, the practicability would be smooth and easy while providing benefits to all PSPF workers at all levels of work.

(iii) Users of the system are the most vital ingredient in any system because they are the ones to be affected in any way; therefore omitting this factor would make the OPRAS being ineffectively. Users i.e. workers of PSPF should be involved at all levels of OPRAS implementation in order to make the system integrate all the concerning elements and factors. PSPF workers have to been involved in the implementation of the program 100%.

(iv) PSPF workers should get their performance appraisal results on timely basis after the assessment has been made. This will increase work morale by knowing her/his position if she or he has attained his target as provided; also this has impact in other benefits such as incentives.

(v) Satisfaction can only be met after reconciliation has been made by integrating all the performance appraisal factors relating to PSPF. This can only be done through customization. The PSPF management still has a room for this in order to make it happen successfully.

(vi)  Customization approach is the best practice to make OPRAS working 100% efficiency and effectively in such a way the program will be implemented with all necessary benefits that a staff should get from the system. Incentive scheme and other benefits should be adhered in the system when a staff meet and exceed the target set. All these should be taken into consideration.

(vii) The focal point of making staff assessment in performance appraisal should be different entity from the superiors’ point of view. Using the superiors always brings a sense of humanity and hence nepotism syndrome starts showing up. Superiors should be only used to provided target set for each staff, because they are also has their target set for them to attain certain level of achievement. Due to this, he or she cannot provide the best results hence the system cannot progress effectively.

(viii) Sensitization and training programs have to be taken into consideration when implementing the OPRAS. The great emphasis should be put forward in order to make all parties of the system usage to be well-known and transparent to workers so that assimilation procedures could be establish to make it proper function. In so doing the users of the system feel the sense of ownership and participate fully in the system.

(ix) Monitoring of performance should not only be limited to quarterly and annually, but should be extended to monthly (even if such is done informally), so as to detect weaknesses as soon as possible.
(x) Training on the purpose and objective of the system should be conducted annually for all departmental employees. Good communication and relations between subordinates, supervisors and management should be facilitated Performance targets of both the individual employees and the Department should be clearly defined.
(xi) Best performers should be recognized by appreciating them during Departmental meetings or gatherings in the presence of their colleagues and a favourable working environment for employees should be created by ensuring that the necessary resources such as computers and stationery are made available to them.
These are recommendations that drawn from the analysis made on the data. They are factors for the motivational phenomenon if PSPF take them into consideration to rebuild the OPRAS in order to reflect with the PSPF goals and objectives. 
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APPENDICES

Time Frame 

Table 4.26: The Time Frame for the Research's Activities to be completed

	Timetable for the Research

	Research Project Activities
	Time in months

	
	1 - 15 March 2013
	15- 31 March 2013
	1- 5 April 2013
	6- 15 April 2013

	Developing of proposal
	 
	 
	 
	 

	Submitting first draft to the research supervisor
	 
	 
	 
	 

	Following up on feedback from supervisor
	 
	 
	 
	 

	Incorporating comments from supervisor
	 
	 
	 
	 

	Submitting the second draft of the proposal to the supervisor
	 
	 
	 
	 

	Data Collection
	 
	 
	 
	 

	Data Analysis
	 
	 
	 
	 

	Report writing
	 
	 
	 
	 

	Submission of first draft
	 
	 
	 
	 

	Incorporation of comments from supervisors
	 
	 
	 
	 

	Submission of final draft
	 
	 
	 
	 


Budget

Table 4.27: Showing the Cost For the Entire Research Work

	Budget for the Research (All costs in Tshs)

	Item
	No of Items
	Unit cost
	Total cost

	Computer
	1
	0
	-

	Reams of papers
	2
	6000/rim
	12,000.00

	Folders
	4
	3000/ each
	12,000.00

	Pencils
	5
	500/ each
	2,500.00

	Diary
	1
	10000/ each
	10,000.00

	Sub total
	13
	
	36,500.00

	Transport
	
	
	100,000.00

	Phone calls
	
	
	300,000.00

	Grand total
	13
	
	436,500.00


Questionnaire

Dear Sir/Madam!  This questionnaire aims at collecting data from PSPF staff about “Assessment of the implementation of the open performance review appraisal system in the public the public service in Tanzania: a case of Public Service Pensions Fund”. The researcher is a candidate pursuing Masters in Business Administration Degree and the research he doing is for partial fulfillment for the award. I would like to request for your assistance so as to enable me achieve that by providing the required information.  Your responses will also be kept confidential and will only be used for the purposes of this research. 
You are kindly requested to fill in this questionnaire correctly as it is very important to the successful completion of the whole exercise. High confidentiality is promised.

Your co-operation is highly appreciated

Thanking you in advance. 

Part One – Personal Background 
1. Age group: 
(a) Below 20    (b) 20-30     (c) 30-40     (d) 40-above
 

2. Sex/Gender: 
(a) Male           (b) Female
3. What is your qualification (tick relevant one)

(a) Certificate holder

(b) Diploma holder

(c) Bachelor degree holder

(d) Postgraduate holder

(e) Master degree holder

4. How long have you being working with PSPF?  (a) 1-10 (b) 11-20 (c) 21-30 

Part Two – Objective 1 (Assessment of OPRAS implementation)
1. Are the PSPF staffs aware of the performance appraisal system in the PSPF- (Yes/No).

2. How do you get the information about OPRAS? (tick relevant answer, more than one option is acceptable)

(a) Through my head of department

(b) Through my supervisor

(c) Through departmental meetings

(d) Through my office mates

(e) Other un-official channels
3. Do you know the objectives of OPRAS as well as performance targets and criteria? Yes/No
4. If  ‘No’ to the above question; tick one of these: 

(i) I didn’t participate in setting the objectives
(ii) I didn’t know your objectives to achieve
(iii) I didn’t know your duties and responsibilities
(iv) None of the above: (please specify)
5. Have you been involved in Open Performance Review since its introduction? – (Yes/No)

6. If yes, were you free to set your goals earlier and later appraise your performance together with the supervisor? – (Yes/No)

7. Do the supervisor, discuss with you about your performance feedback? – (Yes/No/rarely)

8. Have you filled performance appraisal forms? Yes/No

9. If yes, how many times do you fill in a year?

(a) Once ( )

(b) Twice ( )

(c) Thrice ( )

(d) None ( )
10. Do you satisfied by the ranking in your overall performance?

         Yes (  ), No (  ), Not At all (  )
11. What do you benefit from performance appraisal report?

(a) Promotion (  )

(b) Salary increment (  ) (tick the correct one)

(c) Appreciation for a work done/achievements

(d) I do not know (  )
12. Does the method used to evaluate your performance well known to you? Yes
 (  )/     No (  )
13. If no, what is your suggestion?

…………………………………………………………………………………
…………………………………………………………………………………

…………………………………………………………………………………

14. Do you know the criteria used to evaluate your performance? Yes (  ) / No (  )

15. Are you happy with the system used to evaluate your performance? Yes ( )/ No( )

16. Please explain;

………………………………………………………….…………………………

…………………………………………………………………….………………
17. What is your opinion on the performance appraisal system being used in your organization?

(a) Fair system ( )

(b) Unfair system ( ) (tick the correct one)

(c) Complicated

(d) I don’t know
18.   Who is evaluating your performance?

(a) Supervisor

(b) Co-worker

(c) Superiors

(d) External agent
19.  Has performance appraisal improved your work performance? Yes( )/No( )

(a) Yes

(b) No

(c) A little bit

(d) Not all
20. What are the employee’s perceptions of the Performance Appraisal System-OPRAS (use the number associate to a criterion against a statement = 1 - strongly disagree, 2 - disagree, 3 - Not sure, 4 –agree, 5 - strongly agree. Excel
(a) My Duties are clearly given out 

(b) I know what is expected of me in the job 

(c) Appraisal system is transparent 

(d) Appraisal system is timely 

(e) Appraisal system is participative 

(f) Appraisal system is objective 

(g) Good measures/parameters of individual or group performance exist 

(h) Special initiatives are recognized at the time of appraisal 

(i) Last performance appraisal accurately reflected my performance 

(j) The appraisal system is often invalid, unfair, discriminatory, and based on favoritism 

(k) Appraisal policies go in tandem with promotion, reward and transfer policies 

(l) Appraisals are mostly seen as a motivating tool 

21. Is there any possibility for the full implementation of OPRAS at PSPF? Yes( ) /No( ) /Still Questionable ( )

22. Are you satisfied with the performance appraisal system? 

Cycle one of the satisfaction level =1– highly dissatisfied, 2 - dissatisfied, 3 - Not sure, 4 – satisfied, 5 - highly satisfied         

Part Three – Objective No.2 (Problems facing implementation of OPRAS) – Excel sheet
Tick against corresponding problem suggested from the study and you can tick more than one problem.

	Problems Suggested from the study
	Tick

	Lack of user involvement in the designing and implementation of OPRAS
	

	Lack of sensitization program
	

	Lack of OPRAS awareness among staffs
	

	Developments of performance criteria are not satisfactory.
	

	Communication breakdown between top management and staffs.
	

	Lack of experience in utilization of OPRAS
	

	Workers’ unions’ resistance and Egalitarian culture (equality ideology)
	

	Insignificant monetary value
	

	Supervisors’ bias
	

	Poor performance measures
	

	Lack of adequate funding for OPRAS
	

	Perceived inequalities in performance award
	

	Conflict between raters and those being evaluated.
	

	Lack of confidence in performance evaluation techniques.
	

	Excessive demands on supervisors’ time
	

	Employee suspicion and destruct of management’s motives
	

	System failure to meet employee expectations.
	

	Lack of supervisory compliance with program requirements.
	

	OPRAS forms are complicated to complete.
	

	OPRAS forms are not context-sensitive to different professional cadres in public service e.g. drivers and nurses.
	

	Inadequate and unsustainable training offered to public servant.
	

	Budget constraints and poor prioritization.
	

	OPRAS’s Feedback forms are not used especially in promotion, selection of best performers and capacity building like training.
	


Specify other problems if any

…………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………

Part Four – Objective No.3 (Proper implementation of OPRAS)
Tick against corresponding suggested recommendation for proper implementation of OPRAS and you can tick more than one suggested recommendation.

	Suggested recommendations for the OPRAS implementation
	Tick

	Key personnel in the system should be clear consulted.
	

	Restructuring of the key development criteria.
	

	Clear involvement of policy makers from the beginning.
	

	Enhancing reward mechanism.
	

	System goals should be aligned with individual performance and development.
	

	Transparent measurement system.
	

	Developing bias-free performance.
	

	Improve pay system for government employees
	

	Establish effective appraisals and analyze jobs.
	

	
	


Please, recommend other measures to improve implementation performance appraisal system at PSPF

…………………………………………………………………………………………

…………………………………………………………………………………………

………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………

Thank you for your anticipated cooperation
