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ABSTRACT

The sight of gushing water from burst pipes in Accra and the scarcity of
the same commodity in other communities prompted the researcher to examine
the human capital, corporate culture, performance management and bottlenecks
that hinder organizational performance in Ghana Water Company Limited
(GWCL). The research was cross-sectional, non-contrived, and non-causal. It was
analytical consisting of a description and analysis of the phenomena of interest.

A sample size of about 50% comprising 100 respondents were selected
from GWCL Head Office and given questionnaires but only 80 successfully
returned them. The sample was divided into mutually exclusive groups of junior
and senior staff and a disproportionate stratified random sampling was used to
create homogeneity within each group. Interviews, non-participant observation
and personally administered questionnaires were the data collection instruments
used. Descriptive statistics generated from the Statistical Product and Service
Solutions was used to analyze the data.

The analysis showed that GWCL has an educated senior staff but a less
educated junior staff. The human capital is inadequate and the workforce is aging.
Its corporate culture has no urgency for task accomplishment and management is
grappling with managing waste.

Therefore, it is recommended that management should recruit and train
younger personnel, control and motivate staff while employees must eschew

apathy and improve upon their performance.
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CHAPTER ONE

INTRODUCTION

Background

Public water supply in Ghana started in the 1920s in Cape Coast 1n the
Central Region when the Hydraulic Division of Public Works Department (PWD}
began a pilot pipe-borne water system. This project expanded to include
planning, design, construction, operation and maintenance of water supply
systems in other regions in the country.

In 1948, a need for the provision and maintenance of potable water to the
rural folk led to the creation of the Rural Water Development Department within
the PWD. However, after independence 1n 1957, the Ministry of Works and
Housing managed both rural and urban water supplies under its Water Supply
Division with the headquarters in Kumasi. In the dry season of 1959, a severe
shortage of water prompted a World Health Organisation (WHQ) sponsored
study, which recommended, inter alia, the preparation of a twenty- year master
plan for water supply and sewerage services in the country. Based on these
recommendations, Ghana Water and Sewerage Corporation (GWSC) was duly
established in 1965 under an act of Parliament (Act10) as a legal public entity

with objectives to provide, distribute, conserve and supply water for pubhc,
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domestic and industrial purposes. It also had to establish, operate and control
sewerage systems for such purposes.

The Corporation had the authority of the Ministry of Works and Housing
to collect rates and charges for the water and sewerage services provided. From
1966 to June 1999, the organisation operated as a statutory corporation.
However, on July lst 1999, the Corporation was converted into a Limited
Liability Company known as Ghana Water Company Limited under Act 461, as
amended under Statutory Corporation LI.1648. Consequently, GWSC now
GWCL had to change its objectives as spelt out in the Act of Incorporation. The
main objectives of GWCL are now focused on the:

* Planning and development of water supply systems in all urban

communities in the country;

* Provision and maintenance of acceptable levels of service to

consumers in respect of quantity and quality of water supplied;

* Preparation of long-term plans in consultation with the appropriate

coordinating authority established by the President;

¢ Conducting of research relative to water and related subjects;

* Making of engineering surveys and plans:
¢ Construction and operation of works in the urban areas:
* Submission of tariff proposals to the Public Utility Regulatory

Commission (PURC) for review and final approval:

And performance of other related or incidental activities.



GWCL is committed to the abstraction, treatment, transmission, storage
and distribution of potable water to urban communities for public, domestic,
commercial and industrial purposes and at levels of service appropriate to the
needs of each consumer group. Its vision is to become a reputable utility provider,
valued by its consumers. The company hopes to play a key role in the economic
development of the nation.

Presently, the company operates eighty-six (86) urban water supply
systems throughout the nation. While the potable water demand in urban areas is
estimated at 995,000m*/day, the company only has a 737,000m3/day capacity and
can actually supply about 551,451 m3/day, covering only 59% of the demand.
(Note: 1m® =220 gallons, about 55 size 34 buckets) Hence, a Strategic Investment
Programme Study (1998) recommended an investment of US 1.6 billion dollars to
meet demand by 2020.

So far, GWCL with intemally generated funds, external credit and Ghana
Government contribution has undertaken the following development projects:
¢ Rehabilitation of existing water supply schemes to upgrade them to their

designed capacity;
e Provision of operational support equipment;
» Limited extensions and improvements of existing systems and
* Construction of new water schemes.

Currently, rehabilitation work to improve water supply delivery to urban
dwellers is being undertaken in the Weija Dam, the Sekondi-Takoradi area, the

Akuapim Ridge and in six towns in the Eastern Region. Improvement of sewerage
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collection and disposal in Accra is also underway. The Company, however,
hopes to improve water production by the implementation of seven projects.
These are the Baifikrom Water Project: Sogakope-Lome Water Supply Project:
Weija-Accra Interconnection; Cape Coast Water Supply Project: Sunyani Water
Project: Kpong Water Supply Expansion Project and Koforidua Water Supply
Project.

The billing system is based on tanffs approved by the Public Utility
Regulatory Council (PURC). Bills are issued once a month within a billing period
of a maximum of twenty-eight consecutive days. Within two months of a
customer’s complaint, the Company should have investigated and corrected the
disputed bills or notified the customer within the same period about their inability
to correct the disputed bills with reasons.

A seven-member board of directors and a Chairman coordinate and direct
the activities of GWCL. The management team has thirteen (13) Chief Managers
at the head office, headed by the Managing Director and one regional manager for
each of the ten regions in the country. Figure 1 on the next page shows the details

of the control system in GWCL.
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Board of Directors

Managing Director

Secretariat Public
Relations
Solicitor/ Corporate Chief Internal
Secretary Planner Auditor
[ |
Functional Divisions Administration
Management Asset Planning and Project Finance
Contract Management Development Management
Unit
]
Source: GWCL, 2004 :I

Figure 1: GWCL’s Organisational Structure !

Statement of the Problem

Water is one of the basic essenuals of life and it is impossible to live
without 1t.  Individual, family and industry activities depend largely on the
provision of clean and affordable water. When there is no water, companies and
almost all human activities are hindered.

In Ghana, it is common, almost becoming normal to see burst pipes with
clean water gushing forth for days or even months while at the same time several

communities like Adenta and Teshie both in the Greater Accra Region live




without running water. They lament about their lack of water and even
demonstrate against the service provider (Daily Graphic Wednesday. February 19,
2003 pp 20). The pictures in Appendices D-F buttress these points. This conflict
thus suggests that GWCL is having a great difficulty living up to its mission and
vision.

Secondly the perennial water crisis that paralyses activities of the
University of Cape Coast and all institutions of learming within the Cape Coast
metropolis have persisted for decades without any hope of answers. This worrying
situation prompts questions about the human capital and performance 1ssues
related to GWCL. The Vice Chancellor of the University of Cape Coast Dr Obeng
said, “A hitch in the regular flow of water in any system would definitely spell
doom for society’” (The Crusading Guide. April 2003). He said this when the
Faculty of Arts Students’ Association was honouring him for his able handhng of
the water crisis that hit the University in the second semester of the 2001/2002
academic year.

In addition to the above, during phone-in programmes on radio, customers
often lambast the service provider for its irregularities in billing them. Customers
receive either inflated bills for poor services or bills when they have not received
any service. Interestingly, evidence from preliminary data collected points to the
performance lag in the organization. In 2002, GWCL employees were better paid
than their counterparts in Volta River Authority (VRA) and were on about the
same salary scale as the staff of Bank of Ghana (BOG) but now: they are four

times worse paid than employees of VRA are. These and other issues have
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prompted the researcher to want to assess the human capital and performance

management of the Ghana Water Company Limited.

Objectives of the Study
The general objective of the study is to examine the quality of the human
capital and how it affects organizational performance at GWCL Head Office.
The specific objectives are to:
» Appraise the knowledge. skills and qualifications of employees with
respect to best practices.
e Examine the corporate culture in GWCL in relation to organizational
performance,
® Assess whether the performance management system in GWCL
supports organizational performance.
» Identify bottienecks that impede organizational performance and
s Make recommendations about how human capital can be managed to

improve organizational performance.

Research Questions

In order to achieve the above objectives, the answers to the following

questions were sought:
1. To what extent are the knowledge, skills and qualifications of

managers and employees compatible with best practices?
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2. Does the corporate culture at GWCL promote organizational
performance?

3. Does the performance management system in GWCL support
organizational performance?

4, What bottlenecks impede organizational performance at GWCL?

Significance of the Study

This study will be relevant to the management of Ghana Water Company
Limited and other public organizations who can use the results to craft strategies
to improve upon their performance. It would also serve as a basis upon which
further research can be conducted to examine areas of interest that have not been
included in this study. In addition, the study will contribute to the body of

knowledge on human capital and performance management.

Organization of the Study

This study covers five main chapters. The first chapter consists of a
background to the study, a statement of the problem, objectives, research
questions, significance of the study and the organization of the study. The second
chapter reviews the related hiterature and includes the conceptual framework. The
third presents the methodology used for the study. This compnses the study
design, sampling and sample size, data collection methods, research design and
the analytical framework. The fourth chapter contains the analysis of data and
discussions, and the last chapter presents the summary of the findings,

conclusions and recommendations.
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CHAPTER TWO
LITERATURE REVIEW

Introduction

This research attempted to assess the role human capital plays in
organisational performance. Consequently, human capital, corporate culture and
performance management are three main variables reviewed. The interplay of
these variables in relation to organisational performance was of interest to the
researcher. Therefore. the research assessed the relationship between human
capital and organisational performance and examined how human capital is
managed. The role of corporate culture in enhancing performance was also of

interest to the researcher.

Human Capital Theory

In the past, economic development of nations depended upon three main
types of resources: physical location, financial capital and technological
resources. Today however, these are only sources of temporary advantage. The
emphasis is fast changing as technology is easy to copy and financial capital can
flow freely in the global market.

The human capital theory introduces the importance of the human

resources by emphasizing the view that market value depends less on tangible




resources but more on intangible ones like the human resources. For instance,
Harbinson (1973) posits that while capital and natural resources are passive
factors of production, the human resources are the active agents who accumulate
capital, exploit natural resources, build social, economic and politcal
organisations and carry out formal national development. In addition, Dixon and
Hamilton (1996) uphold from their analysis that human resources constitute
between forty to eighty percent (40% - 80%) of wealth worldwide while natural
resources are only a little more than ten percent (10%) of wealth in most parts of
the developing world. Other researchers also support this view. According to Hitt,
Ireland and Hoskisson (1999), human capital refers to the knowledge and skills of
the firm'’s entire workforce while Stiles and Kulvisaechana (2001} assert that it s
the resource base of the firm.

From the foregoing, the key asset of development is not physical capital
but the body of knowledge amassed by empirical science coupled with the
abilities to train and equip the population to use this knowledge effectively. From
the large and growing body of evidence available, there is a positive linkage
between the development of human capital and organisational performance.
Hence, it would be worthwhile to investigate the performance problems in public
organisations and their link with the quality of human capital,

Human capital theory stipulates that to have the benefits of choices in the
workplace, individuals are required to make substantial investment in education
and training (Amsdem, 1988 cited in Mullins, 1996). In addition, the

organisations have to leverage employee skills and capacities by encouraging
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individual and organisational learning. They also have to create a supportive
environment, in which knowledge can be created, shared and applied (Stiles and
Kulvisaechana, 2001). This is important because in this age of talent and
knowledge, a company's financial value is increasingly dependent on the quality
and performance of its employees and the return achieved on human capital.
Therefore, managing human resources can no longer be peripheral to business

Success.

Concept of Human Capital

The concept of human capital is not new. More than 200 years age, Smith
(1776}, recognized the importance of human skills as a determinant of indrvidual
and national wealth. Later, a formal concept was developed in the early 1960s by
a group of economists: prominent among them were Schultz (1961}, Becker
(1964), and Kiker (1966). These defined human capital as the aggregation of
investments in activiues. such as education. health. on-the-job training and
migraton that enhance an individual's productivity in the labour market. More
recently, this concept has expanded to include non-market activities. For example,
the Organisation for Economic Co-operation and Development (OECD, 1996),
defines human capital as the knowledge that individuals acquire during their life
and which they use 1o produce goods, services and ideas in market or non-market
circumstances.

Though human capital has no generally accepted definition, after a

syndissertation of several definitions, one could define it as the knowledge, skills
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and experiences both innate and denved or accumulated embodied in the working
age population that allows it to work preductively with other forms of capital 10
sustain economic production and give organisations a compettive edge. From this
definition, the skills, knowledge and experiences that constitute the human capital
are both inbomn and acquired and arc difficult to replicate. Thus, emplovees’
unique capabtlities will remain the truc source of 4 company s compentive
advantage viclding both financial and non-financial returms to organisations and
employees alike. Fynancial rewards like betier pay or benefits and non-timancial
rewards like 1ntnnsic job satisfaction, recogmbon for good pertormance and
opportunitics (o leam through the job wiil encourage employees to remamn ol
and contnbule to orgamsational goals, while the organisanon will achiese
economic  growth 1f 1t mvests o s buman capital Conseguentl.. s h
organisattons will also cam o reputation tor bong hiyh-pertormune companice:

status which has numcrous adviantages to firms and their worklonce

Human Capital and Performance

There 15 a grosmang beliel that the best sowce of fasting Compottones
no longer a funcuion af external forces he mdustmad structure but can be touted L1
a company s human capitul and the processes 1o strategicad iy mariaging 0 Winie
this behef 1s widely shared, most organisations have been unable o act ¢l feo s vl
to implement the nght humun capital strategies that will propel the organisatie ns

ahead of the competinon. However. the literature on human capitul points 1o e

fact that companies must understand how  human cupital practices  and
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programmes like pay, training, career management and supervision work together
to produce desired outcomes. Each of the above four human capital practices and
programs will be discussed in detail in the ensuing paragraphs.

Pay is a periodic monetary remuneration in exchange for a service or work
done. While pay or money is not the sole motivator, failure to use pay as an
incentive will significantly reduce employee productivity, Extrinsic rewards like
pay, promotion and benefits enhance an employee’s financial well-being, but
performance-based rewards like merit pay or other forms of pay-for-performance
plans have been known to increase productivity almost overnight (Robbins,
1998). Therefore, when pay is low, employees have an inclination to reduce or
withdraw their efforts. They will usually not perform well or will move to another
organisation that pays higher. According to Davenport (1999), when employces
have a say in structuring their returns on human capital investment, they tend to
value them and work hard to eamn such returns. So customized rewards can
positively affect performance but these must depend on one’s training.

Training is another tool for the effective use of human capital. It usually
seeks to improve employee knowledge and skills, but must also attempt to change
attitudes. To have an adequate supply of technically and socially competent staff,
firms must train employees in abilities associated with e-literacy, innovation and
entrepreneurship (Drucker, 1964; Davenport, 1999). Continuous learning
appreciates the human capital and increases the employee confidence, motivation
and commitment. Therefore, training is a key element in improved organisational

performance because it bridges the talent gap between desired targets and actual

13




levels of performance. So, managers should view the building and managing of
these forms of human capital as necessary, while employees should see building
them as an opportunity for career progression.

Career management, the next human capital instrument for managing
performance involves matching career needs of employees with the requirements
of the organisation. Career is defined by London and Stumpt (1982), as the
pattern of work related experiences that span the course of a person's hife. If the
long-term needs of the organisation are addressed and the future dynamic changes
within the organisation anticipated, careers can be managed in such a way that
employees’ training needs are compatible with the organisation’s career
development. De Cenzo and Robbins (1996) stipulate that a long-term career
focus will, among other things, ensure a constant availability of needed talents,
artract and retain high performers and reduce frustrations among the workforce. In
the same vein, Davenport (1999) posits that challenging work and career
advancement opportunities rate higher than stock options when it comes to
focusing employees on business results. When employees are convinced that there
are no prospects of developing their careers in the organisation, they will either
reduce their level of performance or quit the organisation for another one. The
role of the supervisor then becomes critical in career management.

Supervision involves technical knowledge, human relations skills and co-
ordination of work. Supervisors are a link between the expectations of senior
management and operatives. In all cases, they are required to be firm and

sensitive because their pivotal role ensures that the work is done. Where there IS

14
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effective supervision, performance activities of the human capital will be
controlled and directed. In the light of this, the supervisors need training in the
required skills to deal promptly with problems of production or service. They
should handle difficulties or complaints diplomatically and discipline staff when
the need arises. Bassett {1994) believes that a combination of thcse
responsibilities of supervisors elicits job satisfaction and a high level of
performance for subordinates.

In addition to human capital practices and programs, managerial thinking
is an important influence on organisational success. In the view of Bourgeois,
Duhaime and Stimpert (1999), organisational success influences the choice of
strategies that allow high-performing firms to occupy unique positions wn their
competitive arenas or possess a unique competitiveness that nvals cannot easity
duplicate. Dempsey (1993) stipulates that during the airline industry downturn in
the early 1990s, Southwest Airlines’ high performance was due to a manageral
thinking that viewed the industry in non-traditional ways like developing the
capabilities and competencies for the present and the future. Strong beliefs about
how to compete in the business environment will assist managers to apply and
redefine what they already know and focus on exploring what is new. This will
provide their firms with a competitive advantage. However, managers must
grapple with issues of measuring and managing the human capital to remain

competitive,

15




Measuring Human Capital

While there is a renewed research interest in the new knowledge-based
economy, human capital and economic growth indicators designed exclusively to
measure human capital do not exist, mainly because human capital consists of
many aspects that are hard to measure. There are however, three less than perfect
methods in the literature for measuring human capital. The first is to use
educational attainments. The second is to test for competence and the third is to
look at the eamnings differentials of workers with different skills. The first
indicator is too narrow since it provides a bare minimum measure of human
capital. The second lacks consistency and is subject to data availability and the
third depends on how efficiently the labour market functions in the new economy.
Despite the difficulty in measuring human capital, various indicators have been
developed for public institutions and non-profit organisations for different
purposes. They usually group these indicators into process and outcome
indicators. Process indicators include employee’s attitudes towards employment,
the health status of the population and the proportion of gross domestic product
(GDP) spent on research and development. Qutcome indicators consist of absence
rates and index of job satisfaction.

According to Davenport (1999), the human capital measuring tool consists
of measuring the performance of each employee to identify the high performers,
then conducting a series of behavioural interviews with each employee to
determine how the most productive employees work. Interviewing employees for

precise details on how they do their work has a two-fold purpose. The information

16




gathered from the interviews that is an asset on the job is used for traiming
existing employees who adopt such qualities or practices. This informaticn is also
useful for selecting new hires and this measuring tool has worked positively.

To Hitt et al (1999), companies that measure employees’ attitudes toward
their jobs and create programs that measure and build on those impressions tend
to be successful. They do this by tracking employee satisfaction diligently
because they see customer satisfaction as a direct outgrowth of employee
happiness. Little wonder these success stories give credence to the management of

human capital.

Human Capital Management

Proponents of human capital management believe that by measuring the
broad impact that employees have on the financial value of an organisation,
companies can hire, manage, assess and develop employees in a way that converts
human attributes into hard financial figures. However, skeptics misunderstand the
whole concept of human capital and view it as an effort by companies to create
artificial worth by attaching a dollar or cedi value to employees’ knowledge and
skills (Davenport, 1999). These views notwithstanding, a few progressive
organisations have embraced the idea of human capital whole-heartedly, and have
made concerted efforts to track its value and manage 1t, thereby achieving
impressive bottom line results in the process.

Companies studying the link between human capital and corporate

financial results may or may not have a specific number or figure to express the

17
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value of their human capital. Nevertheless, by attempting to quantify it, they can
get a sense of how much the individual employees can contribute to the
organisation and how likely they are to leave (White, 1995). No doubt, attempting
to measure and manage human capital provides companies with useful insights
and actionable information. It can help organisations to tap into the expenence

and knowledge of employees to help them realize their full potential.

Performance Management

There is an abundance of literature on performance management but most
of it is descriptive or normative. However, White (1995) stipulates that
performance management is the effective control of the best process of
accomplishing whatever has to be achieved. Aspects of management like
scientific management, situational management and behavioural management to
mention but a few, have made enormous contributions to the study of
organisations, but as White (1995) stipulates, they fail to address themselves to
the enhancement of the performance of the individuals who make up that
organisation and on whom its success depends. Schultz (1961), in his research
based on input—output analysis of economic development, calculated that
investment in human capital brought an increase of $200 billion in the national
income of America between 1929 and 1957. According to Nussbaum (1998}, a
look at companies in America elicits the need to develop the human capital and
manage performance for a competitive advantage. He posits that much of the

United States’ industry can be attributed to the effectiveness of its human capital.

18
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One-third of the growth in the US gross national product (GNP) from 1948 to
1982 was attributed to increase in the educational level of the workforce. Fifty
percent of this growth resulted from technical knowledge innovations that are
strongly based on education. Only fifteen percent of the growth of the gross
national product during the said period was attributed to investment in capital
equipment.

In other parts of the world too, particularly in Japan, research based on
Schultz’s study showed that between 1930 and 1955, the increase in education
capital was estimated to have contributed twenty-five percent (25%) lo the
increase of national income. It is not surpnising then for Snell and Youndt (1995)
to support the position that as the dynamics of competition accelerate, people are
perhaps the only truly sustainable source of competitive advantage. It is therefore,
necessary to review how the performance of people is managed.

The task of developing a performance management system can be quite
daunting for inexperienced organisations. However, such firms can learn from the
experiences of older organisations, which have acquired the expertise through
trial and error over the vyears. According to White (1995), performance
management is the practice of actively using performance data to improve the
services and products that organisations provide. This practice involves three vital
components, namely: performance measurement, implementation conditions and
the use of performance information. The discussion will focus on these

components and how they affect performance.
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Performance measurement is the first component of performance
management system. It has four aspects that are used to asscss how well an
organisation is performing, Davenport (1999) stipulates that these comprise the
use of a manageable number of indicators; the definition of key terms and
concepts; aligning performance measures with accountability and decision
making authority; and establishing performance standards and targets. The first of
the measurement tools is for organisations to use only a minimum number of
indicators to measure performance. If the indicators are over-complex, successful
implementation can be threatened. Over-complexity of the measurement system
will not only lead to implementation problems but will also frustrate stakcholders.
Many researchers like Atkinson and McCrindeil (1996), Epstein and Olsen
(1996), Bate (1997), and Meiser (1998), support a similar view that the quality of
indicators is far more important than quantity. This is probably so because fewer
indicators will allow for a better focus on what to measure resulting in more
realistic measurements.

Another important factor in developing a performance measurement
system is for organisations to define key terms and concepts that will assist in the
implementation process. Nakamura and Warburton (1988) posit that a standard
set of definitions will help minimize misunderstanding and foster consistency
throughout the organisation. These defimtions and concepts will also provide a
fair measuring tool for all levels of employees and consequently court their co-

operation for the success of the measurement.
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Yet, performance measures will be ineffective if not linked to
accountability and decision-making authority. Measures, which relate directly
with management and staff job descriptions and responsibilitics, will make 1
easier for individuals to influence performance standards and be responsible for
their failure. Managers and staff must understand what they are responsible for
and believe that the system measures what they contribute to the organisation.
The absence of these conditions will make the performance measurcment system
unfair. According to Atkinson and McCrindell (1996), performance measures
focusing on aspects of the process over which those whose performance ts being
measured have only partial or no control may cngender anxicty or feclings of
unfair treatment.

However, a more critical aspect of performance management is the need to
set performance standards and targets. Organisations should identify targets and
performance standards and emphasize them. In the absence of these, it will he
difficult to judge whether results are improving or not without a reference point
against which to compare. When standards and targets are set and properly
communicated, both employees and the organisation benefit. The organisation
will not spend extra money and time on supervision while employces will give of
their best knowing that the measurement of their performance will be fairly
rewarded. The second most important aspect of performance management is the
provision of favourable implementation conditions. By paying careful attention to
some organisational and human factors, a firm can generally improve its chances

of establishing a successful performance management system. A unique regime
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allowing for sufficient time and linking performance management to company
strategy are key organisational factors. Experience from Organisation for
Economic Co-operation and Development countries suggests that  basic
approaches to implementing performance management should Dbe  sclected
according to the needs and situation of each country (OECD, 1996).
Implementing the performance management system is usually a long-term proccess
so Plantz, Greenway and Hendncks (1997) suggest that it could easily take an
agency seven months or more of preparation before collecting any data, and it
easily could take three to five years before the findings of a measurement system
actually reflect the programme’s effecuveness. In  addition, periormance
management must be linked to the policy or stratcgic framework of the
organisation for it to succeed. According to the National Performance Review
(1999), if performance management efforts are not linked to the organtsation’s
business plan (which defines day-to-day operations) and to the budget, then the
performance management approach will be meaningless to the people running tt
or affected by it. PricewaterhouseCoopers (1999) stretches this view by sayving
that when performance management is integrated within strategic  planning,
knowledge about strategy implementation is increased and strategy is likely to be
realized.

The implementation of the performance management system  also
comprises a results-based culture, senior level involvement and informal factors.
A results-oriented culture concentrates on managing inputs and outputs to achieve

outcomes thereby encouraging the use of new management approaches. In this
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way, the company will not merely adopt new administrative and operational
systems but a performance management culture that is crucial especially in the
private sector, which traditionally has had an administrative culture that only
emphasizes the measurements of inputs. Lessons from American and European
companies suggest that right values and behaviours should be operative in a
management culture. According to the National Performance Review (1999}, a
consistent and visible participation of top management in both the creation and
implementation of performance management will produce the right behaviours.
Although the support of top political leadership is essential to ensure the success
of the system, there is also evidence to suggest that leadership role should be
shared (Newcomer and Downy, 1997). This will give the performance
management process depth and sustainability. As a result, it will ensure that the
performance management process survives through changes in political party
leadership or senior management level turnover.

The third most important component of the performance management
systen is the use of the performance information. Credible performance
information should be made available to employees. However, such information
will be useful only when it is valid, reliable and backed by independent checking
or auditing (Epstein and Olsen 1996, Nakamura and Warburton, 1998).
Independent checking or auditing has the added advantage of helping both those
using the performance information and those collecting the data. It seems that the
possibility of audit is enough to cause employees to increase efforts to maintain

accurate records. This process will ensure better performance from employees and
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provide the organisation with a database of information to guide its futurc
decisions. Organisations can use the performance information generated lor a
number of things including influencing their long-term success in implementing

result-based management. Performance information is also vital because 1t helps

identify the weaknesses and strengths of organisations and forms a basis for

adjusting management systems and stratcgic planning processes.  More
importantly, if top management uses the performance information, others are not
only more likely to follow their cxample but also accept and participate in the new
system. Nevertheless, it is worth mentioning that according to American reports
by the National Performance Review (1999), managers and staff also have (o sec
that there are significant bencfits to the orgumsation and ils programmes.
Providing financial and non-financial incentives to employeces hus caused
individuals to change their behaviour and helped to communicate what s
important to the organisation.

To conclude the discussion on performance management, it s worth
mentioning that once the performance management process is implemented,
organisations must ensurc a continucd success, This can be achicved through
monitoring and improving the system to make it a responsive one that reflects the
changing environment in which it operates. Data from performance management
should also be used for decisions to improve policies and outcomes therehy
creating a leaning organisation. Because of this, firms should promote a culure

which emphasizes the contribution of human capital to performance.
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Corporate Culture

No matter the size of a company, it has its unique culture made up of its
basic assumptions and core values that are shared throughout the firm. This
organisational culture influences the way a firm conducts business. According to
De Cenzo and Robbins (1996), corporate culture includes long-standing and often
unwritten rules and regulations. It has standards for social etiquette: established
customs for how members should relate to peers, subordinates, superiors, and
outsiders, In the same vein, Kreitner (1998) believes corporate culture is a
collection of shared beliefs, core values, ritvals, stories, myths and specialized
language that create a common identity and foster a feeling of community among
organisation members. From these definitions, corporate culture can be both overt
and covert. It can be visible through artifacts like the style of building and ovent
behaviour of group members. It can also be implicit through its values and basic
assumptions,

Corporate culture is important because the effectiveness of an
organisation’s mission and vision statements depend on it (Robbins, 1998). Such
a staternent will enable all stakeholders in the organisation including employees,
supervisors and customers to understand the purpose of the organisation and what
roles they play in 1t. A clear vision statement will also direct the energies of the
company and inspire employees to achieve greater heights. In addition, it
contributes substantially to creating a corporate culture of quahity. Therefore, a
culture that refuses to embrace quality will only provide substandard goods and

services.
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The above implications are laudable but they are contingent on the ability
of top management to mould the organisational culture. Senior management must
unify the employees behind the vision by helping them see the connection
between their jobs and the organisation’s vision. This way, greater employee
involvement and empowerment are likely to produce better performance
outcomes. Hitt, Ireland, and Hoskisson (1999) suggested that corporate culture
functions best when top management completely supports it. For example, an
authoritarian culture can result in poor labor-management relations, thousands of
unresolved grievances and customer service that is mediocre.

More importantly, corporate culture can be a source of competitive
advantage because it influences how the firm conducts its business and helps
regulate and control employee behaviour. This behaviour is moulded by the roles,
values and norms that exist within the organisation. Roles are the behaviours that
job incumbents are expected to display, while values are the basic convictions of
what is right or wrong and norms are the acceptable standards of behaviour that
each work group has. These norms tell members what ought or what ought not to
be done under the circumstances. The concept of roles, values and norms are
interrelated in the sense that the role or behaviour an employee exhibits on the job
depends on the value of convictions his or her work group deems acceptable.
Thus, the behaviour on the job changes in response to values and norms in the
work environment (Hitt et al, 1999).

Informal factors also play a vital role in an organisational culture.

Sometimes they are even more important than the formal ones. In the case of New
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Zealand, while new formal management arrangements and systems have been
vital, the positive changes could not have occurred without the informal systems
of peer-group pressure, a commitment to public service ethics and individual
professionalism among key staff (Poate, 1997).

From the discussions above, for an organisation to develop a good
corporate culture, it is incumbent on ils management to communicate the pivotal
values of the organisation to all employees’ especially new entrants and
encourage them to accept such values. Because employees’ ability to perform
largely depends on how fit or integrated they are in the organisation, top
management should select the right people with the right values, promote a
culture that is effective at communication and problem solving. There should also
be an entrepreneurial orientation to enable corporate culture to contribute to
developing the firm’s core competencies (capabilities and resources), which
eventually give the organisation a competitive edge. Failure to do this will
eventually produce a workforce that is not fully integrated and whose loyalty and
commitment to organisational goals are low.

For companies competing in today’s global market, employees’ pursuit of
entrepreneunal opportunities produce successful outcomes which are a major
source of growth and innovation. Bombardier Inc. succeeded largely due to a
number of project innovations it undertook in its aerospace, transportation and
recreational products (Business Week, 1998). According to Hitt et al (1999), an
entrepreneurial orientation with five dimensions is critical among employees to

influence activities in a successful firm. These consist of autonomy,
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innovativeness, rsk taking, proactiveness and competitive aggressiveness.
Autonomy allows individuals and groups to be self-directed, take decisions or
actions that are free from stifling organisational constraints. When autonomy is an
integral part of an organisational culture, the bottlenecks of bureaucracy are
removed and important decisions are taken to expedite action in the interest of the
organisation.

The second dimension is an innovativeness that allows employces to
engage in and support new ideas, experimentations and creative Pprocesses.
Corporate cultures, that embrace innovativencss. encourage employees to think
beyond existing knowledge, find creative ways to add value to their products or
services. However, innovativeness usually involves risk-taking. Risk-taking
reflects willingness by employees and their firm to accept risk in the pursuit of
marketplace opportunities that can substantially increase the firm's strategic
competitiveness and its returns. These risks could assume significant levels of
debt and allocate large amounts of resources to uncertain projects.

Furthermore, proactiveness is also necessary for an effective corporate
culture. It is an ability to be a market leader rather than a follower. Such a culture
constantly uses processes to anticipate future market needs and to satusfy them
before competitors learn how to do so. However, this is only possible 1if the
company is aggressive. A firm with competitive aggressiveness takes actions that
make it outperform its rivals consistently and substantially. Business success

depends on a culture that provides incentives to work hard, allows its employees a
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chance to make decisions and take risks. (Fastenal company homepage,

hetp://www.fastenal.com)

To conclude, a corporate culture can be effective and promote quality only
when it has an effective performance appraisal system, which establishes goals
and measures individual performance. These goals must fit the company's core
values. It is also important to maintain appropriate reward systems, which reward

the desired behaviours that reflect the core values.

Motivation and Performance

According to Bateman and Snell (1999), motivation is the force that
energizes, directs and sustains a person’s effort. On his part, Robbins (1998)
stipulates that motivation 1s the willingness to exert high levels of effort toward
organisational goals on condition that those efforts can satisfy some individual
need. Thus, motivation boosts morale and employees productivity. From the
foregoing, a highly motivated person will work hard towards achieving
performance goals especially if the person has adequate ability and understanding
of the job.

For motivation to positively influence performance, there must be clearly
defined goals which make employees understand that achieving team goals
enhances the possibility of achieving their personal goals. Motivation, according
to White (1995), should be an on-going thing or else it will sink gradually to zero

aver a period of three to six months. Hence, it is necessary for managers to
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constantly feed motivation into their teams through team meetings, clear
communication, recogaition and frequent one-to-one feedback sessions.

In fact, psychologists have found that people work harder for recognition
than they do for money. Everybody needs recognition and cares for it. When
recognition is clearly, publicly and promptly given, it is valued and has positive
effects on performance. However, when it is undefined and shrouded in general
terms, such recognition is not valued in the eyes of the receiver and the rest of the
team {Robbins, 1998).

Another useful tool of motivation is competition among employees. To
effectively work as a motivational tool, competitive performance should be
measured in terms of individual goals (White, 1995). This gives every employvee
a chance to win. The method avoids the pitfall of setting an absolute target, which
does not motivate new employees who perceive that top performers are always
likely to win in these circumstances and there 1s no point tn their competing with
such veterans.

According to White (1993), if a company uses threats or manipulation,
long-term effects are likely to include declining performance, increased
absenteeism, a high level of industrial unrest and strikes. Employee sabotage, an
inability to attract the right calibre of staff, a high level of staff attrition, declining
staff attitudes towards the custorners and eventually an inability to compete In the
market place will also characterize such a firm. Such a cycle of decline has been

obvious in a number of advanced industrial countnes and is all too apparent in
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underdeveloped economies. That is why it is important for management to

understand the theories of motivation.

Process Theories of Motivation

There has been a great deal of research on content theories of motivation
so this review has rather concentrated on some process theories and how they
affect performance. Unlike content theories of motivation, which focus on
specific factors that cause behaviour, process theories seek to explain how
behaviour change occurs or how a person comes to act in a different way. This
research has discussed three of such theories in relation to performance. They are

the reinforcement, expectancy, and equity theones.

Reinforcement Theory and Performance

The first process theory of motivation reviewed is the reinforcement
theory. This theory is a behavioural approach, which argues that reinforcement
conditions behaviour. It is based on the application of extrinsic rewards like pay
benefits, praise or recognition of behaviour when a person performs well. The
theory ignores intrinsic motivation and posits that what controls behaviour are
reinforcers. When these immediately follow a response, they increase the
probability that the behaviour will reoccur. Thus, Thomdike's (1911) theory
believes behaviour is caused by the environment.

However, Deci (1971) contends that extrinsic rewards can reduce the

motivation of employees who have a high intrinsic motivation. Such employees
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perform because of a self-administered motivation, or the drive to perform comes
from a person’s internalized values and beliefs that the task is rewarding in itself.
According to this argument, if a person reccives extrinsic rewards for performing
an intrinsically motivating task then his/her task motivation will reduce.

Staw (1976) gave more meaning to the Deci (1971} research in work
settings. First, the negative effects of extrinsic rewards on intrinsic motivation
seem to operate only for interesting jobs. Incidentally, for the reinforcement
theory, most jobs on plant floors or in offices are not very interesting and without
a pay, most people would not do them anyway. Therefore, Staw (1976) further
posits that extrinsic reinforcement is the norm in industrial organisations where
tasks are often perceived to be more interesting when they lead to greater rewards.
Nevertheless, another factor to be discussed which influences the perceptions of

workers and their output is embodied in the expectancy theory.

Expectancy Theory and Performance

Expectancy theory was proposed by Vrcom (1964) to target work
motivation. It explains why people perform or fail to give of their best to an
organisation. Now there are different versions of the model and some are complex
but Vroom’s (1964) mode! is based on three key vanables: expectancy,
instrumentality and valence, which are of interest to this study.

Expectancy theory thrives on the idea that people prefer certain outcomes
from their behaviour to others. The theory posits that performance depends upon

the perceived expectation regarding effort expended in achieving the desired
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outcome. An employee who desires promotion will only achieve high
performance if he/she believes his/her behaviour will lead to promotion or else
he/she will not exert effort. Effort-to-performance expectancies range from 0 to
1.0 where zero is no expectation of performing the task correctly and 1.0 signifies
absolute faith in being able to perform the task properly (Tosi. Rizzo and Caroll,
1995; Robbins, 1998). Expectancies thus influence whether a person will even
stive to earn a reward. Self-confident and well-trained people have higher
expectancies than less self-confident ones.

However, performance is considered a joint function of effort,
environment and ability.  Although a person's effort contributes greatly to
performance, without proper ability and a supportive environment no matter how
hard one tries, good performance will be impossible to attain. Hence, managers
who seek higher performance from employees must offer them the right training
and enabling environment so that they can perform well.

The second key belief of expectancy theory 1s instrumentality.
Instrumentality is the perceived tikelihood that performance will be followed by a
particular outcome. This implies that when employees engage in a particular
behaviour they do so with the intention of achieving a desired outcome or reward.
Like expectancy, instrumentality can be high or low, ranging from 0 to 1.0 where
zero is no chance of receiving the desired reward, and 1.0 is a belief that the
reward is certain to follow.

Instrumentality has two levels of outcomes: one is related to the Job itself

and the other is need-related. The first one refers to the quantity of output or the
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comparative level of performance. When an employee works hard, he expects to
accomplish such outcomes as producing quality goods or supplying quality
service. The need-related outcomes are the rewards such as recognition, pay raise
or praise associated with performance. When an employee successfully
accomplishes a first level outcome, it usually Jeads to a second-level outcome
(DuBnin, 1995; Mullins, [996; and Robbins, 1998).

The last key belief of expectancy theory is valence. It is the worth or
attractiveness of an outcome. Valence is the anticipated satisfactions or
dissatisfactions that result from outcomes and are the individuals’ estimalte of the
pleasantness or unpleasantness of the outcomes. Valence ranges from -100 to
+100. A person who intensely desires an outcome has a valence of +100. A
valence of -100 means a person is strongly motivated to avoid an unpleasant
outcome such as being fired. On the other hand, a valence of zero signifies
indifference to an outcome and is therefore of no use as a motivator {(DuBnn,
1995). According to the expectancy theory, the three conditions of expectancy,
instrumentality and valence must all be high for motivation to occur. An
employee may be unwilling to work hard if that person believes his effort will not
lead to task accomplishment or there are no rewards for the performance or the
employee does not value the rewards. If the sum of the valence is positive,
automatically in most cases the employee will work hard.

Though Mitchell, 1974. Reinharth and Wahba, 1975; Heneman III,
Schwab, Fossum and Dryer, 1980 are critical of the expectancy theory, most of

the research is supportive of the theory (Porter and Lawler I1I, 1968: Parker and
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Dyer, 1976; Amold, 1981; Van Eerde and Thierry, 1996). However, the success

of this theory 18 associated with the equity theory of motivation.

Equity Theory and Performance

Equity theory explains the motives behind certain employee perceptions
about performance and rewards. Equity theory is applied to the work situation
and is usually associated with the work of Adams (1965). According to the
theory, people are motivated to maintain fair relationships with others and to
rectify unfair relationships by making them fair (Baron, 1983). A fundamental
premise is that individuals want their efforts and achievements to be judged fairly
relative to others. Employees make comparisons of what they put into a job (their
job inputs) and what they get from the job situation (their job outcomes) relative
to those of relevant others. A state of equity exists if the outcome — input ratio of
the employee is equal to that of the relevant others with whom he or she compares
himself or herself. When the employee perceives the ratio is unequal, he or she
experiences inequity tension. A feeling of inequity arises when an individual’s
ratio of outcomes to inputs is either less than or greater than that of other people.
No wonder Adam (1965) stipulates that workers prefer equitable pay to
overpayment. Workers feel underpayment inequity when they perceive they get
less from the job than others doing a similar job. According to research findings
by Dunneite and Hough (1990), employees who believe they are underpaid
relative 10 others reduce the quality of their work. Cowherd and Levine (1992)

support findings that the greater the pay differentials, the lower the guality of the
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product. They found that effect in their study of pay differentials between hourly
workers and lower-level managers.

The theory also has overpayment inequity. When an employee assesses
his or her outcomes and inputs relative to a referent (other individuals or groups)
and believes he or she gets more out of the job relative to his or her inputs he or
she feels dissatisfaction, anger or guilt and will do something to bring the
situation into a state of equity. The presence of inequity in whatever form, will
motivate the employee to remove or reduce the tension. Mullins (1996) and
Brockner et al (1986) posit that the level of the tension created will determine the
strength of the motivation.

Adams (1965) identifies six broad types of possible behaviours as
consequences of inequity. Employees feeling underpayment inequity can modify
inputs by reducing their inputs, lowering their commitment to the organisation
and by not being concerned about equity. Those who experience overpayment
equity on the other hand will increase their efforts or raise the quality of their
work, or increase their output to restore equity. According to Vecchio (1981),
morally mature people have a strong conscience and high ethical standards and
are more likely to respond to inequitable situations. Another way of restoring
equity 1s to change the outcomes. Employees with feelings of inequity will strive
to get more out of their jobs by seeking pay raises or more privileges. They
sometimes do so through filing for grievances.

Apart from the above methods, employees can use cognitive distortion or

psychological distortion to reduce inequity. The employee experiencing the
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overpayment inequity would convince himself or herself that his or her job is
more important than others are while the underpaid employee could rationalize
that his or her job has more status or is more important than he or she earlier
believed. Psychological distortions of other person’s outcomes and inputs are
also possible. The hurting employee may convince himself that his or her
overpaid counterpart belongs to a different level in the organisational structure
(Mullins, 1996). Furthermore, employees can use absenteeism, request for
transfer from the job and resignation as means of reducing inequity or in extreme
cases, quitting the job for another company where they can experience equity {De
Cenzo and Robbins, 1996).

Yet, according to Mullins (1996), another means of reducing inequity is
by changing the object of comparison. If the aggrieved worker finds another
person in the company who seems to have a similar ratio of outcomes to inputs,
he or she will reinstate a sense of equity. This will help decrease his or her anger
and increase job satisfaction and performance.

For malicious employees, reducing inequity means acting against the
referent (the other person) behaviourally or psychologically. The underpaid
employee may convince the overpaid worker to increase his or her effort thereby
increasing his or her inputs and normalizing the ratio. On the other hand, he or
she may use a political strategy to undermine the confidence others have in the
overpaid employee. By doing this, he hopes the overpaid employee will feel
uneasy and quit the job (Tosi, Rizzo, and Carroll, 1995). However, Mullins

(1996) stipulates that the solution to the problem of inequity lies on the doorstep
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of managers. Managers can reduce or remove tension and perceived 1nequity
among staff by influencing certain types of behaviour. They can attempt to
change a person’s inputs or encourage a different object of comparison. More
importantly, managers have direct causes of action. They can increase pay,
improve working conditions and instigate a person to leave the ficld through
transfer, resignation or dismissal as an extreme measure. However, managers can
only do this successfully if they have an understanding of how the attribution

theory works.

Job Satisfaction and Performance

A satisfied worker is one who feels fairly treated from the outcomes
he/she receives or with the processes used in the organisation. An extensive
review of literature indicates that the important factors conducive to job
satisfaction are mentally challenging work, equitable rewards, supportive working
conditions, supportive colleagues and a good personality-job fit. However,
managers are more interested in the effect of job satisfaction on employee
performance. This accounts for the large number of studies that assessed the
impact of job satisfaction on employee productivity, absenteeism and turnover.

A number of reviews done 1n the 1950s and 1960s, covering dozens of
studies, sought to establish the relationship between satisfaction and productivity.
Unfortunately, they could not find any that was consistent (Brayfield and
Crockett, 1955; Herzberg, Mausner, Peterson and Capwell, 1957; Vroom, 1964;

and Fournet, Distefano and Pryer, 1966).
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In the 1990s, the studies were ambiguous. The first view was that a happy
worker was a productive worker. As a result, managers showed paternalistic
tendencies to make workers happy by having company picnics, forming credit
unions, providing counselling services and training supervisors to be sensitive to
subordinates. This view of a happy worker was not based on evidence. A careful
review of the research showed that if there is a positive relationship between
satisfaction and productivity, then the correlations are consistently low near +0.14
(Vroom, 1964; laffaldano and Muchinsky, 1985). This means that only about 2%
of the variance in output can be accounted for by employee satisfaction.

Though a happy worker is not necessarily more productive than a
dissatisfied one, lack of satisfaction among the workforce has its repercussions on
the organisation. Job dissatisfaction aggregated across many individuals creates a
workforce that is more likely to exhibit higher turnover, higher absenteeism.
lower corporate citizenship. more grievances and lawsuits, strikes, stealing,
sabotage, vandalism and poor mental and physical health. This can lead to higher
job stress, higher insurance costs and more lawsuits. All these consequences of
dissatisfaction either directly or indirectly are costly to organisations, according to
Henne and Locke (1985).

It is noteworthy that when moderating variables are introduced, the
employee satisfaction-performance relationship 1s improved (Herman 1973; Petty,
McGee and Cavender, 1984). Job level is an important moderating variable.

When introduced, the satisfaction-performance correlations are stronger for
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higher-level employees. Thus, one might expect the relationship to be more
relevant for employees in professional, supervisory and managenal positions.

In addition, when the employee’s behaviour is not constrained or
controlled by outside factors, the satisfaction-performance relationship is stronger.
A stockbroker’s productivity is largely constrained by the general movement of
the stock market. When the market is moving up and volume is high, both
satisfied and dissatisfied brokers are going to earn many commissions.
Conversely, when the market is in the doldrums, the level of broker satisfaction is
not likely to mean much under the circumstances. In this case whether one is
satisfied or not has no bearing on productivity.

Another point worthy of note in the satisfaction-productivity issue is the
direction of the causal arrow. Most studies on the relationship between
satisfaction and productivity used research designs that could not prove cause and
effect. Other studies that reversed the direction indicate that the more valid
conclusion is that productivity leads to satisfaction rather than the other way
round (Greene, 1973; Lawler, 1973; Petty,McGee and Cavender, 1984).

If a person does a good job, he intrinsically feels satisfied. Additionally, tf
the organisation rewards him for his productivity by a pay raise, a verbal
recognition or possibilities for promotion, the employee's satisfaction with the job
1s likely to increase.

Most recent research findings support the notion that when satisfaction
and productivity data are gathered from the whole organisation rather than at the

individual level, there is a positive relationship between satisfaction and
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productivity (Ostroff, 1992). Organisations with satisfied employees tend to be
more effective than those with less satisfied ones. If previous research did not get
a strong support for the satisfaction causes productivity dissertation, it is because
studies have focused on individuals rather than on the whole organisation as a
unit. Individual-level measures of productivity do not take into consideration all
the interactions and complexities in the work process. One of such issues of

interest is the relationship between satisfaction, absenteeism and performance.

Satisfaction, Absenteeism and Performance

Several researchers including Locke (1984), Hackett and Guion (1985),
Scott and Taylor (1985), Steel and Rentsch (1995) have found a consistent
negative relationship between satisfaction and absenteeism but this correlation 1s
moderate.

However, other factors such as the organisation's policies about
absenteeism have an impact on the relationship and reduce the correlation
coefficient. In organisations where employees have liberal sick leave benefits,
both satisfied and dissatisfied employees take days off. When employees have
varied interests, they are all equally likely to take days off work to enjoy a three-
day weekend.

A study done at Sears, Roebuck, in the late 1970s, illustrates that
satisfaction directly leads to attendance where there is minimum impact from
other factors. The occurrence of a snowstorm in Chicago created the opportunity
to compare the attendance of satisfied and dissatisfied employees at the Chicago

office and in New York where the weather was quite nice. Employees at New
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York were expected to be at work with normal pressure for attendance while
those in Chicago were free to abscond with no penalty. The results of the study
showed high absenteeism rates for both satisfied and dissatisfied workers New
York while in Chicago employees with high satisfaction had much higher
attendance than those with lower satisfaction. This proves that satisfaction is
negatively correlated with absenteeism. However, the nature of the job can

influence the level of an employee’s satisfaction and performance.

Job Design and Performance

When a job is narrowly defined, only a limited number of skills may be
required while more broadly defined jobs demand a wider range of abilities for
good performance. In addition, employees with higher-order needs such as self-
esteem and self-actualization are more likely to experience satisfaction and
produce quality performance. A survey of 200 telephone company employees
found that those with higher-order needs in more complex jobs experience higher
motivation, satisfaction and quality of performance. To substantiate this, analysis
of 20 studies showed that employees with higher-growth needs tended to respond
more positively to complex jobs than did those with low-growth needs (Tosi,
Rizzo and Caroll, 1995).

Herzberg, Mausner and Synderman (1959) posit that the absence of
factors associated with the context of the job such as working conditions, salary,
company policy, supervision, interpersonal relations with peers or supervisors
cause dissatisfaction. If they are present, the employee’s dissatisfaction is lower

but this does not necessarily mean that his satisfaction will be high. Therefore, the
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presence of hygiene factors like providing fringe benefits, nice offices and good
vacation plans only serve to minimize dissatisfaction. They do not lead to higher
motivation or better performance.

Rather, motivators are related to high satisfaction and willingness Lo work
harder for better performance. Motivators are related to the content of the job and
manifest in the form of responsibility, achievement, advancement, recognition,
and the possibility of growth. When these factors arc present, an employee 18
ready to exert more effort and consequently performance 1s better. Therefore, a
challenging job offers satisfaction and motivates employees to perform better. In
this case, high pay does not necessarily motivate an employee to perform better; it
only removes his dissatisfaction. The theory became a tool in the hands of
managers to manage motivation. If employees were dissatisfied, then managers
improved the hygiene factors and if the organisation needed better performance,
managers improved the motivators.

However, it is worth noting that Herzberg's theory has been a subject of
research and controversy. Opponents of the theory claim that the results of
Herzberg's research were based on method bias. They argue that he used the
incident recall method, an approach in which subjects were asked to think of a
good work experience. The natural human tendency of attribution error where
people blame others or the context for their failures and attnbute good
experiences to themselves when they do a good job may have tainted the results.
This could have accounted for the particular hygiene and motivating factors.

Secondly, critics say Herzberg did not make provision for individual differences.
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Individual self-confidence and skills may affect how each person evaluates
whether a job is challenging or not. Despite these lapses, Herzberg's (1959) two-
factor theory has provided some guidance for those who design jobs and it is
widely used by practicing managers. Most importantly, the theory has directed
attention to the role of the work itself as a factor that affects workers’ motivation
and performance.

According to Tosi et al (1995), job characteristics have a direct bearing on
performance. When jobs are meaningful, employees tend to produce fewer errors
and lower absenteeism and turnover are recorded. In any case, for jobs to produce

the desired satisfaction, feedback on performance 1s necessary.

Feedback and Performance

Feedback is the process of providing individuals with information about
their performance. It should be objective, specific, timely and give a clear
indication of how people perceive behaviour and performance. Wherever
possible, there should be supporting evidence and actual examples of such
specific behaviour (Mullins, 1996). For feedback to effect the correction needed,
it must specify what was good about the performance, specify what should be
changed about the performance and how it can be done. The one giving the
feedback must express confidence in the receiver and in his or her ability to
deliver the expected performance. According to White (1996), this type of
feedback enhances performance and is motivational. He posits that having well-

defined goals for a company can improve performance by 15 to 25 percent in the




short-term but measuring or monitoring performance provides more. He also
agrees with the view that the impact of quality feedback in a one-to-one situation
greatly enhances performance. He stipulates that performance can be increased by
80 to 100 percent if goals, monitoring, recognition and quality feedback are
properly used. In one financial institution with branches in the U.K. and America,
research by White (1996} and others showed that the use of feedback resulted in
improvement in performance between 95 and 280 percent.

Feedback consists of four activities namely: monitoring and recognition,
positive feedback, corrective feedback and performance reviews. Once goals are
set, a monitoring process must be established. Monitoring performance requires
that each employee must receive feedback and from that feedback, the
organisation can provide the necessary coaching and development along with
motivational support. In the opinion of White (1995), this process enables each
employee to see the progress he/she 1s making toward the organisational goals.

In terms of relationship, a monitoring process correlates positively with
performance because it provides a constant source of motivation and self-
correction for the team or individual employee. It also enables the individual to be
responsible for monitoring his or her own performance. In such cases, employees
tend to be accurate, honest and up-to-date with their information (White, 1996).

Secondly, feedback should be positive. Positive feedback is appropriate
when employee or team actions have produced a result that has helped the
individual or team toward their goal. When positive feedback is given as soon as

the situation worthy of praise is discovered, it makes the individual or team feels
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good about it. This motivates and reinforces the performance especially when
praise is publicly given (White, 1996).

In addition, feedback should be corrective and used when an employee’s
performance has been good but not quite up to the desired or expected standard. It
should be designed to assist the person correct a small fault in his/her
performance and thus bring it back to the correct standard. Corrective feedback
given in private and informally, can assist employees to know what was good
about their performance and what could be done to improve performance. In
addition, if confidence in the employees’ ability to deliver is expressed, in all
likelihood, managers will elicit higher performance from such employees (Whate,
1996; Mullins, 1996).

Furthermore, performance reviews are also an integral part of feedback.
These reviews are different from the formal annual appraisals. They are usually
informal and are conducted when an employee performs below average or well
above expectations. The aim of the performance review is to determine the cause
and reasoning behind an employee’s performance before coaching or training that
individual or managing the situation. It is also used to review goals where
performance is far above expectation. According to White (1996), the
performance review interview is an informal forum for reviewing progress and
giving feedback. However, a more formal way of providing feedback is through

the appraisal system.
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Evaluating Employee Performance

Every system needs a feedback from its environment to tell how close it is
to achieving its targets. In the same vein, organisations use the performance
appraisal process to provide a feedback to employees about their performance.
However, employees usually receive very little or no feedback at all from their
supervisors. In many organisations, the performance appraisal is a formal process
in which the supervisor fills out a standard form describing the employee’s work,
then both supervisor and employee discuss it and the employee signs it.
Employees generally see these evaluations as having some direct effect on their
pay raise, promotion or personal development. So appraisals can create
emotionally charged situations between employees and their supervisor.

However, a performance appraisal is actually meant to benefit both the
individual and the organisation. According to Mullins (1996), the benefits of a
performance appraisal are numerous. It can identify an employee’s strengths and
weaknesses and indicate how such strengths may best be utilized and weaknesses
overcome. The performance appraisal also helps to reveal problems, which may
be restricting progress and causing inefficient work practices. An appraisal can
develop a greater degree of consistency through regular feedback on performance
thereby encouraging better performance from staff.

In addition, performance appraisal can provide the necessary information
for human resources planning to assist succession planning. To determine
suitability for promotion and for particular types of employment and training,

performance appraisal is needful. It can improve communication by giving staff
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the opportunity to talk about their needs, ideas and expectations. Consequently,
performance appraisal improves the quality of working life by increasing mutual
understanding between managers and their staff. Performance appraisal as a
powerful tool can be used to improve performance.

When properly done, performance appraisal should be a formalized and
systematic scheme which enables the supervisor to regularly assess employees’
performance, highlight their potential, identify training and development needs,
improve their future performance and form a basis for a review of financial
rewards and planned career progression.

Furthermore, Ahuja (1988) believes that performance appraisal helps the
organisation to maintain an inventory of talented persons. Such an appraisal is
also crucial when management has to decide to lay off workers. It helps
management to maintain its best workers and shunt out inefficient ones during
lay-offs. Performance appraisal can also help management to build a culture that
values merit, and during re-hiring of workers, it will be easy for management to
give preference to those workers it had previously considered most effective.

Apart from the use of performance appraisal for human resource
decisions, for identifying training and development needs, for providing feedback
to employees, Robbins (1998) believes it is a powerful criterion for validating
selection and development programmes. Organisations now use a combination of

several methods for appraising workers but each method has its implications.
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Methods of Performance Appraisal

It is the responsibility of management to establish performance standards
and devise instruments to appraise employees’ performance. The three approaches
for measuring employees’ appraisals are the absolute standards, relative standards
and management by objectives. This research is not interested 1n the first two and
so they are not discussed.

The MBO approach is result-oriented and its advantages surpass those of
the other appraisal methods. MBO emphasizes the future, rather than the past that
cannot be changed. It gives the employee a more active role, increases his/her
sense of responsibility and reduces his/her dependence on his/her boss.

As much as organisations seek to free the performance evaluation process
from personal biases, prejudices and idiosyncrasies, distortions still creep 1nto the
process. Such distortions emanate from several sources. Single criterion isolates
one aspect of a job and assesses that single cniterion to the exclusion of other job
related factors. This results in a limited evaluation of that job. Appraising an
employee either too positively or negatively based on the appraiser’s own value
system 1s called leniency-error. It is positive when an evaluator overstates the
individual's performance and thus rates him/her higher than he/she actually
deserves, and negative when there is an underestimation of performance. Halo
error is another distortion. According to Bernadin and Beatdy (1984), this error
arises out of a tendency to rate either high or low on all factors due to an
impression of a high or low rating on some specific factor. Other distortions

include similanity error, central tendency and low appraisal motivation. Similarity
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error occurs when an appraiser’s cvaluation of the appraisee is based on how the
appraiser perceives him or herself. For example if he s eloguent, he projects this
perception unto others. and those who demonstrate this charactenistic tend to he
rated highly. Central tendency crror occurs when a rater 15 reluctant to make
extreme ratings in either direction and continually rate all employees as average.
Hence, no differentiation among the subordinates cxasts, The Tust ol the
distortions in the discussion is the Jow appraisal motivation. Bernadin and Beatly
(1984). also stipulate that when evaluators know that the consequences ot i poor
appraisal will affect promotion or salary rise of their employces, they tend to he
reluctant to give a realistic appraisal.

However, despite the luct that performance appraisals have problems,
there are ways of making the appraisats more effective. Lvidence shows that
behaviour-based measures are better than those that measure traits. Many triuts
like loyalty, reliability and self-expression are intutively appealing as desirable
charactenristics in employees but have little or no performance relationship

according to De Cenzo und Robhins (19906
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Conceptual Framework

The variables of primary interest in this research are human capital,
corporate culture, performance management and organisational performance.
Higher organizational performance is dependent on how skilful and talented the
human capital is. When the human capital is better educated or trained, has the
right attitudes to work and is given supervision and attractive rewards,
organisational performance is higher. This results in lower absentecism rates and
higher job satisfaction. Consequently, these conditions produce a positive
relationship between human capital and organisational performance. The opposite
is true if the necessary human capital indicators are negative. Figure two below is

a schematic diagram of these variables of interest and their interdependence.
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Performance Management Corporate Culture
e Mission and Vision

s Performance
Statements

Measurement

e Key terms and Concepts ¢ Top Management

Style.

of the Job Human Capital Y
e Implementation of Education + Employee Behaviour

Favourable Conditions ® Training .

Career e Entrepreneurial

e Use of Performance Management Orientation.

Information e Earnings .

e Job » Work Environment

Satisfaction and Quality of Service

Organizational Performance
e High Quality Goods and Services
e (Customer Satisfaction
e Profits & Market Shares

¢ Reputation as a Performing
Organisation

Source: Author’s Construct, 2004

Figure 2: Variables of Interest and their Interdependence
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An appropriate performance management system that defines key terms
and concepts, establishes and implements performance standards and targets, and
uses performance information to guide future decisions will eventually promole a
better organisational performance. Hence performance management indicators are
also positively rclated to human capital. If performance 1s properly managed,
human capital will yield of its best, all things heing equal.

In addition. a corporate culture positively relates to organisational
performance when the culture consciously implements the organssation’s mission
and vision statements, emphasizes roles, values and norms, and uses these to
rcgulate employee hchaviour. It should also encourage autonomy risk-taking,
proactiveness and competitive aggressiveness. Such a culture creates conditions
for higher profits, better market shares, quality products or services, customer
satisfaction and 4 reputation for being u high performing organmisauon. The
linkages between the vanables are inteructive because organisational performunce
is directly dependent on humun capital, corporate culture and performance
management and vice versa. The more corporate culture supports qualily, the
easier 1t will be for performance management (o be implemented. and the better
the human capital wall perform. In the end, 4l these processes will culminate in gy

better organisational performance.

LA
ad

- ~&341% T 20T oAkl




CHAPTER THREE

METHODOLOGY

Introduction

This chapter focuses on the methodology used in the study. It begins with
a description of the study design as well as methods of data collection and tools
used in the data collection. In addition, a description of the pilot study and the

methods of data analysis are discussed.

Study Design

The study is cross-sectional, implying that the research is one-shot and
encompasses all levels of employees. The setting is non-contrived and the
investigation used is non-causal while the extent of research interference is
minimal. Apart from using part of respondents’ break time for interviews and
filling out questionnaires, the activities of the company were uninterrupted by the
researcher. The unit of analysis was individual and organisational because the
researcher assessed how corporate culture, performance management, and human
capital interacted to result in organisational performance.

The study is analytical, comprising a description and analysis of relevant

aspects of the phenomena of interest to the researcher.
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Study Population

GWCL has its headquarters in Accra with regional and district offices
throughout the country. Thirty fault-reporting offices are located throughout
Ghana with the following distribution: Greater Accra Region has fifteen centres
while Ashanti Region has seven. Five out of these seven centres are located in
Kumasi while Obuasi and Mampong have one each. The rest of the eight centres
are situated in the remaining eight regional capitals.

As at 31st March 2004, GWCL had a staff strength of four thousand six
hundred and ninety-two employees. The regular staff consists of three thousand,
nine hundred and twenty-six members. One thousand and fifty-one out of the
regular workforce are senior staff while the remaining two thousand, eight
hundred and seventy five constitute the junior staff. The non-regular staff strength
is seven hundred and sixty-six while the regular male workers are three thousand
four hundred and thirty, making 87.37% of the workforce. The regular female
population is four hundred and ninety six, constituting 12.63% of the total number
of regular staff. Activities of GWCL are coordinated and directed by a seven-
member board of directors and a Chairman. The management team consists of
the Managing Director, thirteen, Chief Managers at the Head Office and ten
Regional Managers, one for each of the ten regions in the country. Fig. 1.1 in

Appendix D shows the details of the control system in GWCL.
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Sampling Procedures

It was necessary to use the GWCL headquarters because this was where
the researcher expected to gather information relating to human capital,
performance management, corporate culture and organisational performance and
it also had a good representation of all the departments in GWCL. In this vein, the
research was conducted between 2004 and 2005 at GWCL Head Office.

According to Ary, Jacobs and Razavieh (1990), sampling is indispensable
to the researcher because it is sometimes virtually impossible to use the entire
population for a research. Since results from samples are sometimes more reliable
than those from entire populations, 100 respondents were initially selected from
the total population of two hundred and twenty-seven at the Head Office. The
departmental list of employees was used to select ten junior and ten semior staff
from each of the five departments. The female population in GWCL is so small
that the respondents could not be categonzed into equal numbers of males and
femmales, so rank was wused. Although hundred respondents received
questionnaires, only 40 junior staff and 40 senior staff successfully returmed the
questionnaires. This constitutes 34% of junior staff and 36% of senior staff
respectively.

Other females in their departments replaced the female respondents who
refused to participate in the research. Others also replaced the respondents who
falled to return the questionnaires. However, persistent visits helped the

researcher retrieve most of the questionnaires.
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The researcher used a combination of the simple random and stratified
random sampling techniques to select respondents. The populaton was first
divided into mutually exclusive groups of junior and senior staff. The females 1n
GWCL are few and some were unwilling to partictpate in the research, so the
researcher had to use a disproportionate stratified random sampling procedure to
create homogeneity within each stratum of junior and senior staff. This method
was chosen to avoid eliciting views from one or two females that would not be
representative enough of the females in the company. After stratifying the
elements, the simple random sampling method was used to select respondents.

The names of all the junior staff were written on pieces of paper and
folded into a container. One name was picked at a time until all fifty junior
respondents were selected. The process was repeated to select the senior staff.
This technique was appropriate and meaningful i the context of the study
because each employee got a chance of being selected and i1t offered the
researcher the opportunity to assess the knowledge, skills and qualification of
both groups separately.

The sample size was chosen based on the formula of Neumann (2000).
The total population in GWCL Head Office was 227 employees and ..e
researcher used a sample size of about 50% compnsing 100 respondents. The
total sample that was reached was 100 while responses received were §0.

Therefore:
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Totai Response Rate =80 (total number of responscs)

100 (1otal number of 1n sample)
=80%
Active response rate =80 (total number of responses)
100 (total number of sample)
=80%

Calculation of actual sample size

The researcher wanted a minimum size of 60 and an ¢stimated response rate ot

70%. With this, the calculation for the sample size was made:
N'=nx 100 N”= actual sample size required
R* % n = minimum sample siz¢
R % = estimated response rate expressed as percentage

N*=60 x 100 =86
70

Therefore, the actual sample size required = Minimum sample size x 100
Estimated response rate expressed in %

Based on the calculation above. a sample size of 100 was sclected. Excluding the
non-regular staff, the total population of both junmior and senior stalf was necarly
the same therefore, the rescarcher divided the sample proportionately between e

two groups.

Pre-Test

The questionnaires were pilot tested by two managers and ten employecs

at Community Water and Sanitation Agency in Accra. This organisation was
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chosen because its operations are similar to GWCL and the researcher needed to
refine the questionnaires and remove any difficulties 1n answering them.

To establish content validity, the questionnaires were reviewed by an
expert before the pilot testing and amendments made according to Mitchell
(1996). The completed pilot questionnaires were finally checked to ensure that
respondents had no difficulty in understanding and answering them as opined by
Fink (1995).

The data collected from the pilot test was analyzed to ensure that the data
would help the researcher answer the research questions. [n addition, the pilot test
gave an assessment of the guestions’ vahdity and likely rehability of data to be

collected.

Data Collection Methods

The main primary data collection methods used to elicit responses from
individual respondents were the face-to-face. structured and unstructured
interviews, non-participant  observauon  and  personally  administered
questionnaires. The data was collected 1n the natural working environment of
GWCL Head Office between 2004 and 2005 and vanables were not manipulated.

The observation provided an assessment of worker atutudes while the
interviews gave the researcher the flexibility in terms of adapting the questions to
meet the particular needs of respondents. On the other hand, the quesuonnaires
ehicited more efficient data in terms of researcher ume, energy and costs. To

further ensure the accuracy of the information obtained, the researcher used the
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unobtrusive method of data collection by extracting data from the company's
corporate plan and other records. Data sources were thus both primary and
secondary.

At the initial stage, the researcher used unstructured interviews to assist in
the formulation of a good idea about what vanables needed further in-depth
investigation. To understand why the performance of GWCL is abysmal, the
researcher used varying open-ended questions to interview several employees at
different levels.

After formulating a good idea about the varnables that needed to be
investigated, the rescarcher conducted some structured interviews from a
predetermined list of questions but a few questions were based on the exigencies
of the situation. The advantage here is that new factors were 1dentified and the
researcher got a deeper understanding of the company.

Two weeks later, the researcher visited employees in their natural work
environment to observe how they normally work. The observation was
unstructured because the researcher, a non-participant observer. only wanted to
observe record and generalize about how emplovees work. Since data observed
from a researcher’'s point of view could be biased and the respondents could
behave differently dunng the period of the study. the researcher later personally
administered questionnaires to respondents. The use of these multi-methods was
necessary to lend credibility to the research instruments and the data obtained

through such instruments.

60

N AITE waabl

-~
=

baptpg R 5 T34

okl




In addition. the researcher used non-participant observation schedules to
assess how workers behave on the job and later structured interview schedules
and questionnaires were used to elicit the required information. Some managers
preferred the interviews to filling the questionnaires because they did not have
time to write while some junior staff had the questionnaires read and explained to
them because their level of education was low.

In all. 100 questionnaires were administered equally between the senior
and the junior staff. Ten unstructured and ten structured nterviews were also
granted. Two respondents from each of the five departments of junior and semor
staff were interviewed using both structured and unstructured interviews. Each
interview and questionnaire took about 20 minutes to complete.

To raise the questionnaire response rate, the researcher made personal
contacts with respondents by visiting their offices or workshops o administer the
questionnaires. This raised their perceived importance of the study. In addition,
the researcher gave non-monetary incentives in the form of specially designed
pens to motivate respondents who successfully completed the questionnaires. The
researcher also assured respondents of anonymity hence resulting 1n an 80%

response rate received.

Data Analysis
After the questionnaires, interview responses and observational data had
been collected from a representative sample of the population, the researcher

prepared the data for analysis. There were no blank responses because the
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researcher personally read out questionnaires to the junior staff who could not
read and got responses from them, Afterwards, answers to open-cnded guestions
from the interviews, abservations and questionnaires were  systematically
categorized under broad headings. At this stage, 1t was necessary (o follow up
with a few respondents whose responses appeared contradictory for verification.
The questionnaires were then sequentially numbered, coded and the varishles
were categonzed such that the items measuring o particular concept were all
grouped together for feeding into the SPSS programme to analyze the data,
Keying the raw data wis manually done and to ensure correct figures were
entered into the nght columns, another person read out cach of the fipures on the
code sheet as the rescarcher checked for the accuracy of the keyed v data fram o
printout of the raw data entered into the computer This exercise Was necessary 1o
check for accuracy. Deseriptive statistics generated from the Statsncal Produdt

and Service Solutions (SPSS) provided tables and trequencies 1o analy ze the data,
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CHAPTER FOUR
RESULTS AND DISCUSSIONS

Introduction

Chapter four consists of the data analysis relating to human capital,
corporate culture, performance management, bottlenecks and their impact on
performance in GWCL. Out of the hundred questionnaires administered to both
the senior and junior staff of Ghana Water Company Limited, ecighty were
retrieved. Hence, the analysis is based on 40 junior and 40 senior respondents

beginning with a brief overview of GWCL’s human capital.

Human Capital

The first objecuve of the study examined the quality of GWCLs human
capital and how it affects organisational performance. The presentation covers
the characteristics of the respondents. their knowledge. skills and qualibications,
educational background, training, career progression, carnings, productivity and

Job satisfaction.
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Characteristics of Respondents

Table 1 shows the age and sex of respondents. Less than 18% of
respondents are females while the biggest group consists of 40-49 year olds made
up of 30% males and 6.3% females. This is followed by the 50-59 age group
which is 28.8%. The smallest group, on the contrary, consists of the 20-19 year
olds, forming 13.8 % of the total population. The company seecms to have an
aging workforce and this can have repercussions on workers' ability to pertorm
since most of the digging. and laying of pipes is manually done. Even it such
workers have the skills to dig, lay or repair pipes. they certainly do nat have the
capabilities to do such work because of their age. This inability to perform manual
work surely does not augur well for high performance. Therefore, the next
analysis focuses on the knowledge, skills and qualifications of employces with

respect to best practices.

Table 1: Age and Sex Distribution of Respondents

TR TE3a%e M LULLD mend:

Age Male Female Total Total
20-29 8 3 11 13.8
30-39 13 4 17 213
40-49 24 5 29 36.3
50-59 21 2 23 28.8
Total 66 14 80 100.0

Source: Field Survey, 2004
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Knowledge, Skills and Qualifications of Emplovees

Knowledge, skills and experiences are innate, derived or accumulated and
are embodied in the workforce that allows 1t to work productively with other
forms of capital to sustain economic production thereby giving the organisation a
competitive edge. Under this section. the researcher assessed the calibre of
GWCL’s staff in terms of their educational background. training, carcer
management, earnings and index of job satisfaction to ascertain whether

employees have the requisite knowledge, skills and competences for the jobs they

do.

Educational Background

Table 2 shows that 95% of senior staff respondents are highly educated
with at least a diploma, ACCA, first or second degree. Only 5% have the G.C.E.
0O Level. On the contrary, 40% of the junior staff respondents have the BECE,
standard seven certificates or no certificates at all. The others have the SSSCE,
NVTI, GCE ‘O’ or 'A’ Level Certificates. This shows the level of junior staff
education is low. In addition, findings from the company’s Corporate Plan 2004-
2006 indicate that the Accounts Department has unskilled labour. This impl s
that the knowledge, skills and experiences of some workers are not commensurate
with the work they do in GWCL. During the interview sessions with some junior
staff, they admitted that they came to the company without the requisite skills but
had to leamn over the years to acquire the nght expentences and skills for the jobs.

Consequently, it is interesting that these workers were certainly not operating
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according to best practices at the time they were employed. They had no
knowledge, skills or experiences to contribute positively to the company then.
These findings are similar to the analysis made by Stiles and Kulvisaechana
(2001), supporting the view that the performance of a workforce depends on its
knowledge, skills and capabilities. An experienced and skillful workforce 1s

obviously an asset and the importance of training cannot be gainsaid.

Table 2;: Qualification of Respondents

Qualification Junior Staff Senior Staff Total No  Total %
No Te No %o

No certificate 1 1.3 - - 1 1.3
Standard seven 11 13.7 - - 11 13.7
BECE 4 5.0 - - 4 5.0
NVTI 8 10.0 - - g 10.0
SSSCE 3 3.7 - - 3 3.7
GCE O’ Level 8 10.0 2 2.5 10 12.5
GCE A’ Level 5 6.3 - - 5 6.3
Diploma - 15 18.7 15 18.7
ACCA - 4 5.0 4 5.0
1" Degree - 14 17.5 14 17.5
2™ Degree - 5 6.3 5 6.3
Total 40 50.0 40 50.0 80 100.0

Source: Field Survey, 2004
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Training

Training bridges the gap between desired targets and actual levels of
performance according to Davenport’s (1999) findings. Unfortunately, GWCL
has not given training the attention it requires as some departments spend more on
entertainment than on training. The company lacks qualified staff in certain
departments and succession planning in general is poor. According to the
company's Corporate Plan 2004-2006, the Commercial, Internal Audit,
Accounting and Finance, and Water Quality Assurance Departments have staffing
far below the present work scope and staff training is inadequate. A large number
of accountants without the requisite training for the performance of their work
also exists in the company. For instance in Table 3, the company budgeted more
money for entertainment than training in 2001, 2002 and 2005. For three
consecutive years 2003-2005, some regions had not received any traiming while
large sums were spent on entertainment. The absence of a substantial mvestment
in training promotes poor worker attitudes, according to Drucker (1964), and
77.5% of respondents agree with this finding.

Sixty-two out of a total of eighty respondents said they rarely received or
have never received in-service training since their appomtment to GWCL
However, for the remaining eighteen who received 1t, the training was relevant.
These findings prompted the need to assess the career management of the

company to ascertain why this was so.
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Table 3: Operating and Maintenance Budgets for 2001-2005

Years 2001 2002 2003 2004 2005 Total
Training and T E T E T E TE T E T E
Entertainment

ATMA 10 16 4 10 10 5 0 0 0O 30 24 610
Kumasi g§ 12 3 10 5 3 10 5 10 7 36 365

Sekondi/ Takoradi 8 12 6 10 5 2 0 5 5 5 24 340

Cape Coast g8 &8 6 8 5 2 10 2 5 1 34 210

Total ( millions) 34 48 19 38 25 12 20 12 20 43 118 1525

Source: GWCL’s Corporate Plan 2004-2006

Career Management

Table 4 shows the career progression according to rank. Respondents
affirmed that there is no fixed plan of managing careers in terms of opportunities
in GWCL. This notwithstanding, the senior staff respondents have better career
opportunities than the junior staff. Over 77% of the senior staff confirmed that
their career progression was encouraging or very encouraging. On the contrary,
95% of the junior staff respondents said their career progression was discouraging
or very discouraging. For example, some labourers worked for thirty years before
they were promoted to the rank of artisans while others with the same length of
service were still labourers. The lack of a definite career management in GWCL

for junior staff was one of the things employees lamented about during their

interview with the researcher.

68

oI TAeE e LN WL e BB




Table 4: Career Progression of Staff

Career Prospects Junior Staff Senior Staff Total  Total
No %o No o No o
Very Encouraging - - 1 25 ] 1.3
Encouraging 2 5.0 30 75.0 32 40.0
Discouraging 15 375 9 22.5 24 30.0
Very Discouraging 23 57.5 - - 23 28.7
Total 40 100.0 40 100.0 80 100.0

Source: Field Survey, 2004

According to De Cenzo and Robbins (1996), the unavailability of the
needed talents, high performers and frustration among a workforce 1s attributed to
the absence of career management. Davenport (1999) also affirms that if l[rms
want to focus on business results, they must focus on career management.
Because employees have no prospects of developing their careers, 77.5% of
respondents confirmed Davenport’s (1999) findings that they would reduce their
performance or quit the firm for a better one if they got the chance. This ts so
because higher career prospects eventually result in higher earnings and therefore

there is the need for a discussion on eamings and productivity.

Earnings and Productivity
During the interview, 92.5% of cmployees complained ubout their
eamings and in Table 5 more than 50% of respondents agreed that their output

directly or somehow depended on their earnings. These resulls suggest u positive

69

e TR

-
=3

Foper LB S VEUSE 7%




relationship between earnings and productivity thereby supporting the views of

Robbins (1999) that failure to use pay as an incentive will reduce productivity.

Table 5: Earnings and Productivity

Eamings Junior Staff Senior Staff Total Total
NO %‘ NO % NO '7(.

Output depends on 16 40.0 13 325 29 36.3

Eamings

QOutput somehow 5 12.5 9 225 14 17.5

depends on Eamnings

Output does not depend 19 47.5 I8 45.0 37 46.2

on_Eamings

Total 40 100.0 40 100.0 80 10:0.0

Source: Field Survey. 2004

On the other hand, 46.2% said there was no relationship between their
output and earnings. This 15 however consistent with findings by Decy (1971 that
people’s internalized values and beliefs can influence their performance
urespective of their earntngs. Perhaps these respondents denve their motivation
from the job itself or the status they have in the company.

Although 47.5 % of jumor staff decned their low earnings. they argued
that their output did not depend on earnings. This finding contradicts the literature
by Robbins {1999) that Jow earnings reduce productivity. However, these workers
explained that the nsk of being injured dunng the process of laying or repairing

pipe preoccupied their minds, so they had no time to think about their meagre
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salaries, during those moments. This may account for the lack of relationship

between their earmnings and productivity.

Job Satisfaction and Production

There is no clear relationship between job satisfaction and production
among junior staff, While hal{ of the junior staff respondents claimed that theiwr
level of satisfaction positively affected their production, the same number
affirmed that their job satisfaction negatively affected their production as shown

in Table 6 below,

Table 6: Job Satisfactions and Production

Job Satisfaction Jumior Staff Seniar Staff Total Tatal
No o No % No P

Positively affects 20 50 16 90 56 70

Production

Negatively affects 20 50 4 10 24 30

Production

Total 40 100 40 100 80 100

Source: Field Survey, 2004

On the other hand, whereas nincty percent of semor staff helieved their
satisfaction positively affected their production, only 10% said it negatvely
affected production. This confirms the findings by Herman (1973) and Peuy.

McGee and Cavender (1984}, that the satisfaction-performance correlations are
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stronger for higher-level employees. In the light of this, it was found relevant to

ascertain whether rank had any association with job satisfaction in GWCL.

Job Satisfaction and Rank

In Table 7 below, only ten percent of senior respondents were not satisfied
with their jobs while about sixty-three percent of junior respondents were
dissatisfied or very dissatisfied with their jobs. This implies that job satisfaction
among the senior staff is higher than among the junior staff. However, it is
interesting to note that the dissatisfied junior staff gave several reasons why their

lack of satisfaction did not affect their production.

Table 7: Job Satisfactions and Rank

Job Satisfaction Junior Staff Senior Staff Total Total
No T No e No T
Very satisfied 6 15.0 7 17.5 13 16.3
Satisfied 9 225 29 725 38 47.5
Dissatisfied 13 325 4 10.0 17 21.2
Very dissatisfied 12 30.0 - - 12 15.0
Total 40 100.0 40 100.0 80 100.0

Source: Field Survey, 2004

First, they believed that the natwre of their work requires precision and one
cannot afford to allow his lack of satisfaction to affect his production. Secondly,

they said there were no ready jobs on the job market and if their rank and job
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satisfaction affected their production, they wonld nsk fosmg thew obs dinag
redundaney exercise, This finding suggests that a happy worket s not alwavs the
most productive worker and at s consistent with the Iteratune I Henne and
Lacke (1985), Since job satstaction does not alwans positinely atfect production,

the discussion will focus on factors m the corporate culfine for answers

Corporate Culture

Since ils conversion from a Corpotanon mte o Linuted - Liabihin
Company, the mtemal culinre of GWCT has not expenenced sy siambicant
positive change. This second vhjective evaluated the tvpe of coltine that exists
GWCL and how it promotes ot hinders pectormunee. The wea of analysas
included the mission stitement. management sivle, worker asttindes, o worker
relations, quabty  of service,  comnuncation channels and - enteprencunal

anentiation,

il T 2 e T

FORS- S

Mission and Viston Statements

T

—
-

A mission statement captures the teason why o company s bosiness and
should renund and galvinze employees to pertanm then duties well T Bt only
7.58¢% of respondents coukd say somethmyp close to the misston stateient Hall ol
them had never heard anvthing about the strcment. This simply measns dhat the
workers do not know the pussion of the company and dor that mattern, what s
expected of them. This rpnonince speaks volumes ol the evel of apatly

GWCL. 1t s also an mdication of a0 lack of sound corporate cultuie o
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management’s inability to sensitize the staff. According to Robbins (1999}, an
organisation’s corporate culture depends on the effectiveness of its mission and

vision statements.

Top Management Style

Top management in GWCL is generally autocratic according to the
opinion of respondents and the culture emphasizes seniority instead of
competence. Supervisors are generally Theory X men who believe workers have
no initiative, have to be directed, threatened or punished. From the researcher’s
own observation and interview with junior staff, supervisors are impolite.
Consequently, hard feelings are prevalent among junior staff and supervisors.

Though some supervisors are firm and supportive, nearly 60% of
respondents believe their supervisors are harsh, over demanding, inconsistent with
their instructions, insensitive and ignore good suggestions from subordinates.
However, according to Hitt, Ireland and Hoskisson (1999), employee involvement
and empowerment are likely to produce better performance outcomes if top
management completely supports the corporate culture.

During the interview, almost all respondents agreed that their supervisors
have the right technical knowledge to get the job done but the absence of end of
service benefits in GWCL has made supervisors insensitive to the demands of the

Job and greedy for personal gain. These attitudes give rise to various employee

behaviours that affect performance.
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Employee Behaviour

In GWCL, worker attitudes need an improvement, Workers spend extra
hours on their break. There is no sense of urgency in performing their duties,
From the researcher’s personal observation, some workers had the time to crowd
around a radio to listen to a football match commentary instead of working. If the
company had had a good corporate culture, such hehaviour would have been
regulated to suit values and norms in the work environment (Hitt ct al 1999).

Meanwhile both junior and senior stafi respondents claimed that Lheir
attitude to work was either positive or very positive. Only 3.7% of respondents
said their attitude to work was either negative or very negative. In the sume vein,
only 5% said their absence rate was undesirablc. The rest cluimed that they were
hardly absent or never absent uniess they were sick. These responses could be as
result of a self-serving bias. According to the attribution theory by Heider (1958},
people usually attribute good outcomes 1o themsclves und  falures 1o
circumstances or to others and exhibit the tendency called fundamental attribution

error. Tables 8 and 9 below display the relevant information.
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Table 8: Work Attitudes of Respondents

Attitude to Work Number of Respondents Total %
Very Positive 28 150
Positive 49 01.2
Negative 2 2.5
Very Negative 1 1.3
Total 80 100.0}

Source: Ficld Survey, 2004

Table 9: Absence Rate of Respondents

Absence Rate No of Respondents Total %
Almost always absent I I3 v!
Often Absent 3 'i
37 j
Hardly Absent 49
01.3 \
Never absent unless sick 27 :
137 ]
Total K 100).0) 1‘5
Source: Field Survey, 2004 b

Abscnce of fricion among employees s o good gredient {or heiter
performance and GWCL hus no co-worker problems. Only 5% of them have
strained relations and this number is negligible. This notwithstanding, there 1s no
strong peer-group pressure thal can mnject elements of entreprencurial onentation

into the company to influence high performance.
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Entrepreneurial Orientation

According to Hitt et al (1999), companies with an entreprencurial
orientation consisting of autonomy, innovativeness, risk-taking, proactrveness and
a competitive aggressiveness among employecs are able to influence them to turn
such companies into successful ones. It is unfortunale that all these ¢lements are
non-existent in GWCL according to all respondents. Autonomy is non-cxistent
and high flyers are not recognized, so innovation and drive to excel are stifled.

Furthermore, thc work environment for over 60% of junior stafl is
deplorable. Because some of the pipe fitters have to dig trenches across live wires
or work in stench-filled gutters without appropriate protective clothing, the
quality of service is poor. Consumers sometimes do nol receive adequate supplics
of water or they receive incorrect bills or unwholesome water from broken pipes.
Almost all respondents believed that several customer complaints against GWCL
were justifiable. Twenty-seven and half percent affirmed that unattended-to bursl
pipes had been a problem the company was grappling with. However, 57.5 % said
the company has failed 1o supply adequate water 10 customers while it sometimes
billed some who had not rececived water. Twelve and half percent said the
company’s performance was poor. The rest of the 2.5% believed that illegal
connection of pipes was a big problem.

According to half of the respondents, GWCL’s inability to satisfy her
cherished customers stems from the lack of proper control and supervision. It 1s
interesting to note that GWCL loses half of the volume of water produced, but no

worker blamed burst pipes and unaccounted-for water as the true cause of
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GWCL's poor performance. A few attributed the problem to financial constramts

and obsolete equipment while the majority laid the blame at the doorstep of senior

management. Emplovees belicved that if top management properly managed

performance, the situation could be mitigated.

Performance Management of GWCL
This section discusses the third objective by assessing GWCL's
performance  based on  performance  measurcments. 1t also  deals  with

implementation conditions and the use of performance mformation.

Performance Measurement

The performance measurement instrument consists of key ferms and
concepts of the job, performance standards and targets, accountabnhty and
decision-making.

Though GWCL has general performance targets lor its departments,
individual emplovees da not have key concepts of their jobs explained to them
nor do they have mdividual specific targets to achieve. Siaty percent of
respondents affirmed (hat they had no key concepts about their waork while 92.5%
said they did not have specific targets set for them. According to 65% of
respondents, their bosses set goals. These traditions are a deviation from hes
practices where goals are mutually set and individual targets promote better
performance. According to Nakamura and Warburton (1988), when key terms and

concepts are defined for workers, 1t muininuzes nusunderstanding and fosters
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consistency throughout the organisation. It also serves as a fair measuring tool for
all levels of employees and courts their co-operation. Table 10 below presents
details on GWCL's performance on its core areas of water production and water
sale.

Water production has been oscillaung from 1999-2003 according to the
company’s corporate plan. There was a decrease in water production in 2000, a
slight increase in 2001 and a further increase tn 2002, For the first half of 2003
performance was low with a vadance of 119, There are no reasons for the
abysmal performance in 2000 but in 200t the breakdown of the electric
transformer at Kpong Headworks and the on-going rehabilitanon works at Wea

were the reasons for the poor performance.

Table 10: Review of Gwe¢l's Performance (1999-2002)

Year 1999 2000 2001 2002
Water Production (mil m™ 194.6 1849 1883 2050
Water Sales (mil m™ 87.9 {00 {09 851
Level of Non Revenue 550 510 522 580
Water %

Level of Unaccounted-for - - - 0.0
Water %

Source: GWCL's Corporaie Plan for 2004-2006

There were no records for unaccounted-for water from 19992001, Since
its conversion to a limited hability company in 1999, GWCL could not mahe a
distinction between non-revenue water and unaccounted-for water until 2002,

Non-revenue water is authonzed water usage tor fire fighung, main flushing,
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reservoir cleaning, GWCL official residences and offices and testing new
pipelines. On the other hand, unaccounted-for water includes water from
leakages, illegal connection, by-passing of meters, billing and meter reading
erTors.

The inability of the company to know how much water was unaccounted
for, coupled with the fact that 50% of the volume of water produced in 2002 was
unaccounted for, indicate that the level of waste and inefficiency in GWCL is
unacceptable.

Water sales for 1999-2002 also showed an oscillating performance. In
1999, a mass disconnection led customers to illegaily connect their pipes, causing
a great loss to the company. There was an increase in 2000, a slight decrease in
2001 and a further huge decrease in 2002 even though the Wetja treatment plant
had been expanded. This is a typical case of poor monitoring and control by
management. From the above table, water salec has never exceeded water
production. This implies that the company i1s producing at a loss so il is

appropriate to assess why this trend has persisted.

Performance Standards and Targets

Table 11 presents targels and actual performance for 2003. All areas of
efficiency/productivity measurements are ncgative apart from Staff Cost/Revenue,
Operating Ratio, and Administrative Expenses. According to 92.5% of
respondents, the company does not have performance standards and targets for

individuals. Though performance standards in terms of goals are challenging they
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are not specific according to 60% of respondents. Consequently, the company

records negative performance.

Table 11: Performance Targets (2003)

Efficiency/ Target Actual Performance Remarks Actual Actual
Productivity Variance 1* 2"

Quarter Quarter
Non-Revenue 50.0 57.0 14.0 Negative 557 583
Water (%)

Unaccounted-for 40.0 490 224 Negative  48.2 49.7
Water (%)

Metering Ratio (%) 60.0 475 209 Negative  48.5 47.5

Collection Ratio 90.0 721 19.9 Negative  71.1 732

(%)

Staff Cost/Revenue  20.6 19.7 38 Positive 16.4 231

(%)

Operating Ratio 83.1 76.1 8.6 Positive 70.9 811

(%)

Admin Expenses/ 42.3 19.0 5501 Positive 16.4 216

Total Revenue (%)

Staff Strength (no)  4.694 0.9 Negative 4,727 4,746
4,436

Labour Productivity 44.66 425 4.8 Negative  21.2 214

(billion)

Source: GWCL's Corporate Plan for 2004-2006

Furthermore, informauon from the company’s corporate plan indicates
that targets are hardly achieved. Only 20% of a 100% target of its research
programme was achieved in 2003 while staff training targets were 45% met. By

the end of the first quarter of 2003, no installations of consumer meters had been
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made even though 15,000 conventional meters. 2,000 prepayment meters and
1,000 prepaid yard meters had been targeted. Repairs of 5,000 meters and
installation of 25 bulk meters had also not been implemented. The annual report
for 2001 was not ready by 2003 and the corporate plan that was supposed to have
been submitted in 2002 was only ready in 2005. This is a sad picture of the degree

of inefficiency in GWCL.

Accountability and Decision-Making

Employees in GWCL are hardly made to bear the brunt of their actions or
inactions because accountability and decision-making are lax. There are no
stringent rules compelling workers to be accountable for their actions so they are
simply queried, counselled or suspended when they perform badly. Decision-
making 1s from top to bottom and suggestions from junior staff arc hardly
implemented according to 90% of them.

GWCL has a traditional administrative culture. According to all
respondents, there are no implementation conditions of performance management
(like the use of a results-based culture) to promote performance management.
Consequently, even though the company has an implementation policy to collect
debts within two months, it has never been able to collect its debts until after five
months.

Performance information 1s aiso not used to determine weaknesses and
strengths of the organisation. Therefore, the Accounts Department, for instance,

has large numbers of unskilled Jabour. Communication channels are from top to
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bottom and eighty-five percent of senior respondents affirmed that these channels
are open while 15% say they are frustrating. However, 87.5% of junior staff
believed that the channels are not open. They claimed that sometimes they came
to work and found certain activities going on without their prior notice. The fact
that responses between senior and junior staff are conflicting could be because
most of the junior staff is semi-literate and supervisors do not provide them with
adequate information. The researcher is tempted to accept the opinion of the
junior staff because the approval letter to collect data by the researcher had not
got to some departments in the same building weeks after it was supposed to have
been circulated.

Grapevine is rife in GWCL because of the lack of information or its
insufficiency. No wonder Epstein and Olsen (1996), and Nakamura and
Warburton (1998} stipulate that the only useful information 1s the one which is
valid, reliable and backed by independent checking or auditing. This kind of
information does not only build a database to guide future decistons but also helps

employees to maintain accurate records thereby ensuring better performance.

Bottlenecks to Organisational Performance

This section discusses the fourth objective and identifies the bottlenecks
that impede GWCL'’s performance. Among them are logistics and equipment,
financial constraints, billing and debt recovery, 1llegal connections and wastage,

lack of staff motivation and commitment from management.
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High foreign exchange rates affect cost of tmported machinery and water
treatment chemicals. The unavailability of forcign exchange has therefore,
resulted in the use of inadequate tools or materials, obsolete plant and machinery
for production according to 77.5% of respondents. These however, are not the
only bottienecks.

GWCL's financial constraints stem from its operations. Table 12 below
presents the company’s consolidated income and cxpenditure account for five
years from the time of tts conversion to a limited liability company. Total
operating costs are way above total income; implying that GWCL's operations are

not cost-effective or sustainable.

Table 12: Consolidated Income and Expenditure Accounts (1999-2000)

Income and 1999 2000 2001 2on2 20038
Expenditure

Total Income T11.226000 137017751 200482780 JRAAS08S7 409 334078
Totai 130,732,000 397,274,903 420,257,580 4R8, 986,000 RUAR AR AN:
Operating Cost

Deficit and (44,837,0000  (396.319422)  (216,158.054) (217435,141) (22410070

Exchange Loss

(in billions)

Sources: GWCL Corporate Plan for 2004-2000

Figures on production costs as aganst revenue indicale that the company

is struggling to break cven. Pricing is low as huge sums arc spent on clectricity

and exchangc losscs while government cannot charge cconomiv prices because
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water is considered a social service. This notwithstanding, the most important

constraint is the inability to manage wastage after production,

According to Table 10, wastage constitutes over 50% of the water

produced. The company has no records of illegal connections neither does it have
stringent rules for penalizing culprits. On the other hand, employees are not
accountable when they fail to promptly repair burst pipes. All these problems call
for a proper billing and debt recovery mechanism.

In the year 2000, the cost of water per litre was ¢1.02 and it was sold wt
¢0.76 a litre. This means the company was running at a loss ol ¢0.26 per litre.
This problem is caused by under-biling where commerctal customers are
categorized as domestic and inadequate metering results in the use of averape
billing. The target for debt recovery from § months to 2 months has never heen
achieved while collcction centres are few and not strategically placed. Thesce all
suggest a performance lag in GWCL. These findings are similar to findings by
Kendiec (1992), that government 1s more interested in expanding the water supply
than raising the charges on water {or political expediency. However, senior
management can use motivation to improve the situation,

Nearly 80% of respondents affirmed that low pay is responsibie for bad
work attitudes in GWCL. Conscquently, workers reduced their eiforts (o match
their pay or quit the company when the opportunity presents itsell. The work of
Davenport (1999} supports the [inding that low pay has a propensity to make

workers reduce or withdraw their cfforts.
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On the issue of type of pay, 82.5% of respondents wanted a pay based on
performance instead of the current one based on qualification. While all
respondents said poor work culture and unfair treatment of workers is responsible
for non-performance among workers, 81.8% of respondents said low
remuneration and lack of in-service training are also a direct cause of non-
performance. Seventy point seven percent of respondents attribute non-
performance to the lack of proper control and supervision by management.

Forty percent of staff also affirmed that senior management hardly did
anything to motivate them while another 40% claimed that the only motivation
they got was in the form of pep talks, durbars and a little salary raisc. These
methods have proved futile and management will have to revise them.

Though performance appraisal in GWCL measures core values that fit the
company's standards by the assertion of 80% of respondents, employees do not
know for sure by what criteria these arc assessed. When asked about their
confidence in the reward system, over 60% of them answered in the negative.

This practice is inconsistent with the literature as performance appraisal 18
a powerful tool that can be used to improve performance and should be open. It 1s
supposed to give workers an opportunity to talk about their needs, ideas, and
expectations according to Mullins (1996).

Table 13 below shows that the usual form of motivation given to workers
is praise while workers actually want a good appraisal and promotion. These
figures confirm that there are no incentives to work hard or a strong motivation to

respond promptly to customer demands.
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Table 13: Motivation by Superiors

GWCL's No Total % Expected No Total%

Motivation Motivation

Praise 22 55.0 Good appraisal 31 77.5
/Promaotion

Pay raise 4 10.0 Praisc 4 10.0

Promotion 9 225 Compensation 4 10.0

No recognition 5 12.5 No motivation | 2.5

Total 40 100.0  Total 40 100.0

Source: Field Survey 2004, GWCL

On the issue of feedback, 95% of respondents said they hardly received
feedback on how well they performed. According to White (1996), feedback
should enhance performance and must be motivational. Mullins (1990) stipukates
that for feedback to be effective it must specify what was good about the
performance, what should be changed and how (o do it. Findings by White (1996)
also indicate that the use of feedback resulted in improvement in performance
between 95 and 280 percent. Regrettably, GWCL does not use this performance
management technique to move out of its doldrums.

Over 80% of respondents would want an improvement in their working
conditions, risk allowance and safety tools. They believe that for the company (0
satisfy its customers, it must first seriously consider motivating its stafi to work

better.

87

e




CHAPTER FIVE

SUMMARY, CONCLUSIONS AND RECOMMENDATIONS

Introduction

This chapter presents a brief summary of findings. conclusions and
recommendations based on the study. The study examined the quality of human
capital in GWCL (in terms of its knowledge, skills, and qualification), the
company's corporate culture and performance management system in respect to
best practices. Bottlenecks that impede performance were aiso identified and the

summary, conclusions and recommendations are based on these objectives.

Summary of Findings

The main findings are summarized according to the objectives of the study
and included are aspects of the methodology used.

The research was conducted at the GWCL Head Office with a sample size
of one hundred respondents. A combinaton of simple random and a
disproportionate stratified random sampling were used to select the respondents
and to create homogeneity within each stratum of junior and senior staff.

The study is cross-sectional, with a non-contrived setting and the

investigation 1s non-causal. The research interference 1s minimal while the unit of
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analysis is individual and organisational. The study is also analytical and
descriptive of relevant aspects of the phenomena of interest to the rescarcher.

Data collection included structured and unstructured intervicws, non-
participant observation and pre-tested questionnaires. The data was collected in
the natural environment of GWCL and variables were not manipulated.
Descriptive statistics from the Statistical Product for Service Solutions were used
to analyze the data.

The objectives of the study are summarized under the lollowing headings:
Human Capital, Corporate Culture, Performance Management and Bottlenecks to
Organisational Performance.

Under human capital, the summary covers the following areas ol
characteristics of respondents, educational  background, training, carcer
management, earnings, productivity and job saustuaction,

The ages and sexes of respondents show that the majority of employees
are between 40 and 49 years, comprising 36.3% respondents. On the other hand,
the youngest age group constitules only 13.8% of respondents. There is no gender
parity in GWCL as only 17.5% of respondents are females and the entire female
population as at 2004 is only about 10%. Though GWCL has a qualified scnior
staff, the number is insufficient for the scope ol the work, while, on the contrary,
the junior staff is aging and not well educaled. Training for stuff is woelully
inadequate lcading to a large number of unqualified accountants. Ninety pereent

of respondents have never received in-service training since they joined GWCL
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while the company spent more money on entcrtainment than on training for 2001,
2002 and 2005.

There is no fixed plan for managing carcers in GWCL and, as a result, the
staff strength in some departments is too large while it is inadequalte in others,
Nincty-five percent of the junior staff respondents lamenited their discouraging
career progression. However, career progression for senior staff is encouruging.

Low eamings affect the level of productivity. Interestingly, low carnings
do not affect the productivity of the majority of pipe fitters because they said the
risky nature of repairing burst pipes takes their minds off their meagre salaries
when they are at work. On the contrary, job satisfaction and productivity are
positively correlated among professionals and managers. Though some junior
workers were not satisfied with their jobs, their production was not affccred
because of their internalized beliefs about their work. Rank is also positively
correlated with job satisfaction in GWCL because once an emplayee's rank was
high, his or her job satisfaction was also high. Ninety percent of senior stall
interviewed affirmed that they were satisficd or very satisficd with their jobs. On
the other hand, 62.5% of junior staff respondents believed that their ranks
negatively affected their job satisfaction.

This section summarizes the findings under seven arcas of corporate
culture namely: mission and vision statements, lop management involvement,
employee behaviour, entreprencunial orientation, work environment and guality of

service.
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Only 7.5% of respondents knew anything close to the mission and vision
statements of the company. As a result, employees did not understand how their
roles were linked to the overall purpose of the organisation. The culture is
authoritarian as 90% of respondents said during the interviews that their bosses
took the decisions for managing the company. Participatory decision-making is
thus minimal if not absent in most cases. Consequently, loyalty and commitment
to organisational goals are low. Workers have a laissez-faire attitude with no
sense of urgency in performing duties. Though there are hardly any strains in co-
worker relationships, this cordiality has not resulted in a strong peer-group
pressure to influence workers to perform well. As the culture does not promote
autonomy, risk-taking is absent and there is no competition because GWCL is the
sole provider of water to the urban areas. In terms of work environment, senior
respondents enjoy a good working environment while 60% of junior employees
work in deplorable conditions resulting in poor performance. Little wonder, 95%
of workers agree that the quality of service provided by GWCL is poor and
customer complaints are justifiable.

The performance management system in GWCL was assessed based on
three main areas: performance measurement, implementation conditions and the
use of performance information.

Findings of performance measurement are summarized under key terms
and concepts of the job, accountability and decision-making. Sixty percent of
employees said key terms and concepts of their jobs were not explained to them.

Performance standards in terms of goals are challenging but not specific

91

-



according to 60% of respondents and 92.5% stipulated that individual
performance targets are almost non-existent. Ninety-five percent of respondents
affirmed that there are no stringent rules compelling workers to be accountable for
their actions while decision-making is centralized from top to bottom.

GWCL has a traditional administrative culture. According to all
respondents, there are no implementation conditions of performance management
(like the use of a results—based culture) to promote performance management.
There are also no specific management approaches to manage inputs and outputs.
Performance information is not used to determine weaknesses and strengths of the
organisation. Consequently, some departments have large numbers of unskilled
labour. Information flow is also slow according to 87.5% of respondents.

Numerous bottlenecks hinder the performance of GWCL. Among these
are financial constraints, logistics and cquipment, billing and debt recovery,
illegal connection and wastage, motivation and lack of senior management
commitment.

GWCL's financial constraints stem from the fact that the company needs a
lot of foreign exchange to purchase or maintain its machinery and buy water
treatment chemicals. Logistics in the form of equipment to produce the right
quality and quantity of water needed is another constraint. However, a bigger
problem is GWCL's difficulty with charging economic prices because
government fixes the price of water and considers water as a social service.

Recovery of debt also takes as long as five months or more and this affects
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GWCL’s performance. Worse still, over 50% of water produced is lost through
illegal connections or wastage.

Motivation is lacking in GWCL. About 80% of respondents do not
receive the needed motivation to work and more than 60% of employees do not
have faith in the ability of the appraisal system to measure their performance. In
addition, ninety-five percent of employees believe they receive little or no
feedback on how well they perform. As a result, over 72% of workers blame top
management for failing to properly control and supervise the performance of

GWCL.

Conclusions

The conclusions are based on the findings about human capital, corporate
culture and performance management in GWCL and how they fit best practices
for organisational performance. Bottlenecks to performance are also included.

The human capital in GWCL is inadequate, with an educated senior staff,
but a large number of unskilled labour in the Accounts Department and a semi-
literate and aged junior staff in the majority. The human capital is unable to excel
in its performance because there are lapses in the educational level of some
workers and they have little or no training. Career management is poor, earnings
are meagre and there are high levels of dissatisfaction among junior staff. It is
little wonder then, that GWCL has consistently not made profits since its

conversion into a limited liability company in 1999. The company has failed to
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satisfy its customers and eamed for itself the reputation of a non-performing
organisation.

The effectiveness of an organisation depends on its mission and vision
statements because they are the energizing force (hat inspires employees to propel
the company forward. Unfortunately, these stalements are mercly on paper in
GWCL. Its substandard services then can be attributed to this lapse. The
authoritarian nature of the company stifles the injection of new ideas, docs not
challenge high achievers and creates apathy among the workforce.

The absence of a strong corporate culture then is another reason why
GWCL has persistently failed to control the S0% of water wastage.

In addition, the absence of a standard set of definitions of key terms and
concepts about the job has created misunderstanding and inconsistency in the
company even about the company’s mission and vision. The same lapse has
denied the GWCL a fair measuring tool for all levels of employees and has
created a feeling of unfair measurement of performance in the company. There is
no doubt then that this could be another reason why GWCL has failed to court the
co-operation of its workforce to achieve laurels.

To further buttress this point, performance standards in GWCL are not
linked with job descriptions and responsibilities of individuals so employces are
not accountable for their failures. If GWCL refuses to be results-oriented and does
not make performance information available to employees, the company is
denying itself of a process that will ensure belter performance from employecs

and a database of information that will guide its future decisions.
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GWCL certainly has financial bottlenecks that hamper performance but
the company’'s most serious problems are neither financial nor logistics and
equipment but are with its human capital. The 50% of water produced that is lost
does not stem from financial or logistics constraints but from the apathy of sentor

management and its staff.

Recommendations

Based on the findings from the study, the following recommendations can
be made to manage the human capital, create an appropriate corporate culture,
manage the performance of GWCL and remove bottlenecks that will culminate in
a better organisational performance.
Management

* Management should employ qualified personnel for all departments to
solve the present problem of a large number of unqualified junior staff.

* It should employ younger prospective employees during hinng to correct
the problem of the aging workforce.

* The introduction of a performance management system will provide the
right numbers and calibre of workers. For instance, a series of behavioural
interviews with each employee 1o determine how the most productive
employees work will be vital. This information can be used for selecting
new hires and as an asset on the job, for training existing employees to

adopt such qualities or practices.
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Management should consciously sensitize and galvanize employees to
imbibe the mission and vision statements.

They should spell out for individual employees the connection between
their work and the mission and vision of GWCL.

There is a need to document, explain and give key terms and concepts
about each job to employees immediately they are employed. This will
make them accountable for their actions.

Management should adopt a performance management system that
measures individual employee performance by specific standards and
targets. This will motivate workers to contribute their best since they know
their assessment will be fair.

A participatory type of leadership should be encouraged in GWCL so that
new ideas from staff can be incorporated into the running of the company.
To improve its services and make profits, the firm’s culture must promote
autonomy and venture into nsk-taking projects.

Management should foster a healthy competition between departments for
meeting deadlines for targets.

Monitoring and effective control should be a priority for top management
to ensure that employees meet their targets.

An appraisal system that identifies training needs and ensures workers are
actually trained by specific dates is imperative for GWCL. Affected
employees should be notified about this pian so that they can constantly

remind management about its implementation,
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*» Non-traditional ways of increasing employee eamings will elicit the
performance the company needs. For example, a certain percentage of
employees’ earnings should be added quarterly to their salaries if they
attain specific targets given them. Revenue collectors, meter readers, pipe
fitters, security guards, drivers and employees at water treatment sites
should be motivated depending on how much they contribute to the
company.

* In addition, the working environment of junior staff should be improved.
Protective clothing, increased risk allowance and buses to convey workers
to site and back home are highly recommended.

» Management should also ensure the creation of a cordial relationship
between supervisors and their subordinates.

* Equally important is the need for an effective billing and debt recovery
system to make GWCL overcome some of its financial constraints.

* The company should promptly repair burst pipes and enforce stringent
rules against those who illegally connect their pipes. This will drastically
reduce the company's 350% water wastage. It can achieve this by

rewarding workers who devise ways for reducing such waste.

Employees
* Jumor workers should improve upon their educational standard to enhance
their performance.

* Employees should eschew apathy and disloyalty to organisational goals.
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All members of staff should memorize the vision and mission statements
of the company and know how their work is directly linked with them.
They should do their work with a sense of urgency knowing that the
service they provide is a vital component of life.

Workers can also form peer-pressure groups to ensure that all workers in
their unit perform according to standards.

They must not cover up for their lazy colleagues by doing the part of the

work that ought to be done by such employees.
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APPENDIX A

QUESTIONNAIRES FOR JUNIOR STAFF

This study is part of the requirement for the award of Master of Arts in

Human Resource Management. It is purely academic and all responses will be

treated confidentially. I would therefore be very pleased if you could spend a few

minutes to fill out these questionnaires. Please do not write your name on this

form and kindly circle the appropriate answers.

SECTION A: HUMAN CAPITAL
1. Age: a) 20-29 b) 30-39 ¢)40-49 d) 50-59 e¢) 60 and above
2. Sex: a) Male b) Female
3. Highest Qualification:
a) G.CE.’O' Level
b) G.CEE. ‘A’ Level
¢) Post-Secondary Certificate.
d) Technical/ Commercial School Certificate
e) Others (specify)...........oooooiiin
4. Rank/ Position:
5. What experiences do you have  which  enhance

WOIK? vt eivvrenieiinaercracnenneans

your
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7. (ii) How does your earnings affect the performance of your job?
a) My willingness to work directly depends on my earnings.
b) My willingness to work does not at all depend on my earnings.

¢) My willingness to work somehow depends on my earnings.

9. How would you describe your attitude to your work?
a) Very Positive
b) Positive
c) Negative
d) Very Negative
10. How does your supervisor usually describe your attitude?
a) Very Satisfied
b) Satisfied
¢) Dissatisfied
d) Very Dissatisfied
11. How satisfied are you with your job?
a) Very Positive
b) Positive
¢) Negative
e) Very Negative
12. How does your level of satisfaction affect your job?
a) Very Satisfied

b) Satisfied
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¢) Dissatisfied
d) Very Dissatislicd
13. What is the best way to describe your nbsence mte?
a) Almost Always Absent
b} Often Absent
¢) Hardly Absent

d) Never Absent Unless Sick

SECTION B: CORPORATL CULTURE
1. What is your organisation’s mission
SUUEMENLT, e
2. Does the mission statement promaote a culture of quality?
a) Yes
b) No
3. How connected is the mission statement and the job you o
a) Not connected
b) Very connected
¢) Somchow connecled
d) Connccted
4, Which of the following best describes the way (things wre done in your firm?
a} Some employees hehave the way they dike.
b) Collective idens from the stall ure used o mimage the company.

¢} The boss dictutes whut employees must do,

117




5. What are the common complaints the public makes about your organisation?
6. In your opinion, how justifiable are these complaints?

a) Very justifiable

b) Justifiable

c) Not justifiable

d) Quite justifiable
7. Which of the following best describes your supervisor? (Choose more than
one).

a) Over demanding

b) Firm but supportive

¢} Inconsistent with his instructions

d) Others (specify)

8. What problems do you have with your co-workers? Briefly

...................................................................................................

9. Does your company have a strong peer-group pressure that encourages
workers to work hard?

a) Yes

b) No
10. How committed is senior management in the implementation of a culture of
quality?

a) Very committed
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b) Not committed
¢} Committed
d) Sometimes committed
11. How open are the communication channels in your company?
a) Very open
b) Open
¢) Not open

d) Somehow open

SECTION C: PERFORMANCE MANAGEMENT
1) Are key terms and concepts about the job you perform clearly defined to you?
a) Yes
b) No
2) What targets do your team or you have to achieve? ............ooeviin,
3) Who sets the goal for your team?
a) My boss
b) Myself
¢) Team members
d) Team members with boss
4) How can you describe these goals?
a) Challenging but not specific
b) Challenging but not measurable

¢) Challenging but not attainable
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d) Challenging, specific, attainable and measurable.
5 1) Does your company set performance standards and targets for cach
employee?
a) Yes
b) No
5ii) How relevant are these standards and targets in your opinion?
a) Very relevant
b) Relevant
¢) Somehow relevant
d) Not at all relevant
6) Does your boss tell you tell you by what criteria your performance will be
measured?
a} Yes
b) No
7) What does the appraisal system in your company measure?
a} Group Performance
b) Individual performance that fits the firm’s core values.
¢) Behaviours that show personal loyalty to the manager
d) Itis not clear by what standards employees are measured.
8) How confident are you that if you performed well you would be given a
reward you value?
a) Very confident

b) Confident
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¢} Somehow confident.
d) Not confident at all
9i) What type of motivation does your supervisor often give you?
a) Praise
b) Pay raise
¢) Promotion

d) Others (specify)

10) What gives you satisfaction when you accomplish a task?
a) The thought of having provided a quality service.
b) External rewards like recognition or praise.
¢) Financial rewards like pay raise or bonuses.
11) Which of the following do you net have in adequate quantities to do your
work?
a) Tools
b) Equipment

¢) Supplies like stationery

12) When you perform well how often does your supervisor let you know you
done well?
a) Always

b) Often
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¢) Sometimes

d) Hardly

L e e ———— P s

13) Which problem in your unit would you want to be solved in order to improve

; your
B Lot AT 1L AR
14) What suggestions do you have for the improvement of performance in your
OTZANMISALONT. ........iiiitiiiii ittt s s
;
f
{
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APPENDIX B
QUESTIONNAIRES FOR SENIOR STAFF
This study is part of the requirement for the award of a Master of Arts in
Human Resource Management. It is purcly academic and all responses will be
treated confidentially. I would therefore be very pleased if you could spend a few
minutes to fill out these questionnaires. Please do not write your name on this

form and kindly circle the appropriate answers.

SECTION A: HUMAN CAPITAL
1) Age: a) 20-29 b)30-39 c)40-49 d) 50-59
2) Sex: a) Male
b) Female

3) Highest Qualification:

a. PhD.

b. Second Degree

c. First Degree.

d. Diploma

e. Others (specify)..........oiinn
4) Rank/ Position:
5) Briefly describe your job schedule.............cooooiiiiniii

6) What experiences do you have which enhance your work? .........................
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8) (i) What are your annual €amings?..............ccoovireriinerriioniiinenne
8) (ii) How does your earnings affect the performance of your job?

a. My willingness to work directly depends on my earnings.

b. My willingness to work does not at all depend on my eamnings.

c. My willingness to work somehow depends on my earnings.

10) How would you describe your attitude to your work?
a) Very Positive
b} Positive
¢) Negative
d) Very Negative
11} How does your supervisor usually describe your attitude?
a. Very Satisfied
b. Satisfied
c. Dissatisfied
d. Very Dissatisfied
12) How satisfied are you with your job?
a) Very Positive
b) Positive
c) Negative
e) Very Negative
13) How does your level of satisfaction affect your job?

a) Very Satisfied
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b) Satisfied
¢) Dissatisfied
d) Very Dissatisfied
14) What is the best way to describe your absence rate?
a) Almost Always Absent
b) Often Absent
¢) Hardly Absent

d) Never Absent Unless Sick

SECTION B: CORPORATE CULTURE

1) What is your organisation’s mission

2) Does the mission statement promote a culture of quality?
a) Yes
b) No
3) How connected is the mission statement and the job you do?
a) Not connected
b) Very connected
¢) Somehow connected
d) Slightly connected
4) Which of the following best describes the channels of communication in your

company?
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a) Very open
b) Open
c) Not open
d) Frustrating
3} Which of the following does the corporate culture in your firm allow?
a) Risk taking
b) Innovation
¢) Autonomy
d) Competitive aggressiveness
6) What are some things you do to regulate the behaviour of employees to help

them perform their

7) What does your company emphasize? A culture that:
a) Promotes apathy
b) Emphasizes seniority
¢) Is results-oriented
d) Promotes tribalism
8) What are some of the things that senior management does to direct energies of
workers to accomplish the vision and mission statements in your company?
9) Do you measure your inputs and how they affect your output?
a) Yes
b) No

10) How satisfied are you with your job?
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a) Very satisfied
b) Satisfied
¢) Very dissatisfied
d) Indifferent
11) Please describe the career opportunities that exist in your company
a) Very encouraging
b) Encouraging
¢) Not encouraging at al
d) No such opportunity exist
12) Which of the following best describes supervisors in your organisation?
a) They have the right technical knowledge.
b) They are harsh and co-ordinate their work well.
¢) They are firm but sensitive.

d) They usually fail to get workers to do their work.

SECTION C: PERFORMANCE MANAGEMENT
1i} Does your company have specific indicators with which to measure each
employee’s contribution to the organisation?

a) Yes

b) No.

c)Ifyes, listafewofthem..........ooii i,
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2) Does each worker in your department have specific performance standards to
achieve?
a) Yes
b) No
3) Are key terms and concepts within the standards defined for employees?
a) Always
b) Sometimes
¢) Hardly
d) No they are not
e) There are no terms and concepts to define.
4) How familiar is your staff with the performance standards of the department?
a) Very conversant
b) Conversant
¢) Somehow conversant
d) Not conversant at all

5) What rewards are there for workers in your unit when they perform well?

..........................................................................................

..............................................................................................

...........................................................................................
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8) What rewards are used for motivating employees?
a) Best worker award
b) Most dutiful worker award
c) Most punctual worker award
) Others (SPECiTY ). .. ittt v
9) Please briefly explain how these things motivate the
employees......................
10) What hinders your company from fully satisfying her cherished customers?
11) In your opinion, what are the causes of non-performance in your
organisation?
12) How often do employees in your department receive on—the—job training?
a) Twice a year
b) Once a year
¢) Never
d) Others (specify)
13) How supportive is the working environment in your company?
a) Very supportive
b) Hardly supportive
¢) Not supportive at all
14) How related is the training workers receive to the work they do?

a) Very related

129




b) Somehow related
¢) Not at 2l related
15) What package is available for an employee who receives further training?
You can circle more than one answer.
a) Study leave with pay
b) Study leave without pay
¢} Scholarship
d) Others (SPeCify)......oviiiiiiiii e

16) What new ideas should your company adopt to improve its customer service?

.................................................................................................
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APPENDIX C

A STRUCTURED INTERVIEW FOR JUNIOR AND SENIOR STAFF

This study is part of the requirement for the award of Master of Arts in
Human Resource Management. It is purely academic and all responses will be
treated confidentially. I would therefore be very pleased if you could spend a few
minutes to answer these questions.

1) What financial constraints prevent GWCL from performing well?

2) How often does your department get logistics for your work?

3) When was the last time the company changed the equipment in your office?

4) What common problems do customers have with your system of billing?

5) Please explain why customers receive bills even when they do not recerve
water?

6) What is the average time for collecting revenue from customers?

7) Why do you think customers do not promptly pay their bills?

8) What makes customers illegally connect their pipes when GWCL disconnects
them?

9) What can you do to stop this bad practice?

10) What reward would you value if you found a solution for this practice?
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APPENDIX D

Source: GWCL 2003

Figure 3: Treated Water Lost Through Burst Pipes
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APPENDIX E

SOURCE: GWCL 2004

Figure 4: Private Vendors Supply Water to GWCL's Customers
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APPENDIX F

-

* Mr Akita (in suit) brieting the demonstrators in front of the Pariiament House.

SOURCE: DAILY GRAPHIC FEB. 19, 2003

Figure 5: Teshie Residents Angry with GWCL for Lack of Water
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