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Abstract

This study evaluates the reasons for failure tolémgnt the Results Based Management (RBM) systetinein
public service ministries in Zimbabwe. This is arithe implementation of the RBM in 2004 by the
government of Zimbabwe in pursuit to improve itbleiperformance. The new approach to managemdiv] R
was believed to be a panacea to the challengeg fmgrd in public sector ministries in Zimbabwe wéwer the
RBM has been a controversial area since its inoepti the public sector, with public servants netk to
implement the system. The findings indicated itiees, skills, culture, resources and performancicators as
challenges to implementation of RBM in Zimbabweabljz service ministries.
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1.0 Introduction
The Zimbabwean public service delivery has beeneursdrutiny, and dominated headlines with the gubli
complaining of embezzlement of funds, moonlightinonderhand dealings and corruption which have all
weakened the efficiency of the government. Suchptaims made the government to respond to the <rise
through numerous policy interventions such as ZIMBR and Performance Management but these failed to
improve public sector performance while servicevdel deteriorated rapidly. There was need for Hiective
management tool to address these challenges and R&\Vseen as a panacea to improving accountahiiiy
transparency of government operations (Bester, RGBRBM provided the hope and conviction of revegsihe
deteriorating service delivery to many governmemd has been widely accepted and believed to lamacpa
to the problems being encountered in public sectoriddwide (Osborne & Gabbler, 1996).
Despite having the system becoming the buzz wopdiblic service ministries in Zimbabwe, Madheket012)
reveals that RBM has been a controversial topit piiblic servants, who have shown little interesthe
reform. He further argues that since the outsehefimplementation of the performance appraisalesysno
changes were recorded in ministries where it wik aisiness as usual. Policy reformers in Zimbabwe
acknowledge that the much needed policy is dyingratarly stage as documents (performance agregment
needed for the system to work had not been fortigprintom ministries since 2010. OPC (2012) repbuives
that only nine out of 32 ministries had submittey keference documents in 2012 but the documents mat
results compliant.
The move by ministries is negating government &ffoo resuscitate service delivery in the publictseis a
cause for concern. The study seeks to reveal thessblocking the public service ministries frormdying
with the RBM policy and the objectives of the studg to:

a) Assess the views of public service ministries rdoay application of RBM.

b) Determine why ministries are not committed to innpémting RBM system.

c) Assess the challenges being faced in implementBigl Rnd proffer solutions.
2.0 Literature review
Empirical researches by various scholars have exglithe factors affecting RBM implementation acnaa8ons
(Mayne, 2007; Bester, 2007; Schacter, 2004 & Pel@92). Reports from the UNDP (2002) and the World
Bank (2011) have presented specific country evimoaton RBM implementation. The increase in attemti
given to factors affecting RBM implementation bigtature indicates the need for countries to tajte of such
for effective implementation of the policy.
However, Sohail (2007), highlighted that thoughtdas affecting RBM have been explored and strasetpe
addressing them have been suggested, it is imperttinote that each country is unique and sinestties
differ in political ideology, economic, social andltural status, it is vital to come up with homewgn strategies
from the experience gained through implementatfodREBM in each jurisdiction. What is an effectiveagegy in
one jurisdiction maybe a disaster in another anght@es should “take their own pills” when it comt&s
implementation of RBM (World Bank, 2011).
Stakeholders have questioned whether RBM is adr@ra foe (Hatton & Schroder, 2007). Public emplksyas
well as donor agencies have shown mixed views erRIBM system as panacea to development problerad fac
by nations. Clark and Swan in Schacter (2006) re(eRBM as “surreal and unhelpful”. In developirayntries
where the system has been imported from the westjogpservice employees have shown resentmentdo th
system, viewing it as inapplicable (Common, 2011S&ldique, 2006). Implementation of RBM in various
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jurisdictions has been challenged by issues suddckof leadership commitment, incentives, cultsteucture,

to mention but a few (Schacter, 2004; Siddique 020Aarie et al, 2006 & Perrin, 2002).

Incentive driven resistance emerged to be one @ftdp reasons why public service organisations ghan
contemporary management approach of RBM in margdiations. The World Bank (2011), Desautels (1996)
and Meier (2003) signify that incentives slowed damplementation of RBM, as public servants wererk&
know the value attached to them through implemanmtadf RBM. Incentives were introduced in natiows t
enable smooth implementation of RBM and the ineesticame in various forms which included perforneanc
related pay (Siddique, 2010), to performance ban(igkarie et al., 2006). Zimbabwe, unlike other olasi has a
unique situation as the country is currently irafinial paralysis, which may make the issue of itigising the
system difficult to translate into reality. Theserieed to assess if lack of buy in of the systechidegen caused
by lack of incentives in the sector as the sucgepsoformance management was allegedly thoughtate h
failed due to rewards.

Another barrier to the implantation of RBM is cukudriven resistance. Experiences of governmerdh as
Canada, Georgia, Thailand, and Malaysia showedctietging the culture of public servants has béficudt

in order to accommodate the RBM philosophy (Siddjg2010; Common, 2011; Try & Radnor, 2007). The
Zimbabwean civil service culture has been descrastbusiness as usual” (Madhekeni, 2012) wherd®maps
are not moved by any sense of urgency, neithetharewilling to change their way of operation tatgshe new
system. Such a culture will definitely stand in thay of RBM.

Implementation failure has also been blamed onelesdnip commitment and Mayne (2007) acknowledges the
importance of leadership in implementing RBM. Leadeave a crucial role of crafting key referenceudnents
which are also used as referral points for perfoicaaby lower level employees (UNDP, 2004). Scha@eéo4)
acknowledges that in Canada, public servants itelicthe need for leadership to implement RBM. Rerémce
agreements in Zimbabwean government ministries matebeen forthcoming (OPC 2012) and it is not rclea
whether this is to do with leadership commitmenhaot:

Equally skills to reflect on and to use in implertieg the RBM system have been noted to be one @f th
challenges to RBM implementation. Thomas (2011ea¢wv that insufficient professional skills to deeland
use performance management system dragged impletioenin nations. Without requisite skills, useaiéfd to
interpret and craft relevant documents. To addtessssue of skis, capacity building was considdrgdations
across the globe (Desautels, 1996 & Perrin, 20@8nhbabwe had a brain drain from 2000 due to the
hyperinflationary environment and it is not cle@implementation has been stalled by the availghdf skills.
Other scholars have cited structure as a poteintigediment to the smooth implementation of the esystind
that bureaucratic structures undermine the effedtivolementation of RBM (Try & Radnor, 2007; Dedkal.,
2007 & Thomas, 2011). The structure of the govemtrhas been described as bloated and hierarchicaltop
down approach has been cited in Malaysia and Ti{&iddique, 2010 & Perrin, 2002) as causing engls

in implementation as departments were not comftetalith the centralised nature of planning. Zimbabalso
use the top down approach to implementation thawggestions for using the bottom up approach byirPer
(2002) have been cited.

Empirical evidence show that the struggle to comavith performance indicators also affected implatagon

of RBM in nations. Marie et al. (2006) argued tHaspite the fact that implementation of RBM hadnbaeund
for 10 years in Thailand, the struggle for perfonc&indicators has continued. According to Fryeale(2009),
measurement of performance in the health and edacs¢ctors in the U.K has not yielded meaningégults
due to performance indicators problems. Therefoig generally difficult to measure the progress thas been
made in implementing such programmes.

For successful implementation of any programmeouees are critical. However, r have negativeleettd
RBM implementation and critics of the RBM have gethout the high costs associated with implemenadis
burdening governments. Experiences of many juriggis have shown that vast resources are required i
implementation is to be successful. Ole (2001) &ithiat policy reforms are crippled by resourcersiges.
Funding for implementation of RBM has been doneodhh donor agencies in partnership with local
governments (World Bank, 2011) and what needs testeblished is whether the funding is partly oollyhand

if the implementation challenges in Zimbabwe is thusuch.

3.0 Methodology

Semi structured interviews were used to explainréi@sons for the failure of the RBM in ZimbabweeTdtudy
was conducted in five ministries in the public seathich were chosen as per sector grouping, emglbliverse
views of the system from unrelated ministries. Dates collected from 16 semi structured to gaindapth
information on how the system has been proceedorg the drivers of RBM implementation and implengzat
of the system who constitute directors and sectibrads of the respective ministries. Convenierarapding
was used to select directors and sectional heatisstries.

4.0 Findings and discussions

There are mixed feelings on RBM which is viewedhbiotthe negative and positive by stakeholdersa# been
established that the RBM system has been laballbe tin “animal” by those who resent the systertiquéarly
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at lower organisational levels. Such views havenbesused by the complexity of the system and &lsddct

that RBM has been imported from the west. Respoalsesrevealed that public workers such as teackbos

are in the implementation groups attribute the pigviney are under today to such foreign drivenqgies. These
policies include ESAP hence the viewing of RBMlie hegative light. On the other hand, the RBM sydtave
been welcomed in the public service as a systern whla promote transparency, fairness in perforn@anc
measurement resulting in members viewing it asa@gonanagement system compared to previous managemen
system. Having desire to save depleting resounsdspeomote good governance focused on results, RB#
also been viewed in the positive light and this ledismembers caught in the middle of the road dwther to
implement the system or not.

Both drivers and implementers have indicated thgilémentation has been affected by incentives. Gtegs
confirmed that public servants have lost faith e government pay system. The government is blafimed
failing to live to its promises of improving conidihs of service. Salaries of public servants hamained
below the poverty datum line, regardless of therpses of rewards promised. Information gatheredcatdd
that the performance related pay has not been tipesthas an automatic pay rise of 5% was givett¢orest of
the service without paying attention to the demanfdRBM system. Drivers of the system also indidatieat
though incentives have been promised the countrwiisout the budget to support such due to findncia
constraints, and yet government still promise tailamcentives when the fiscal has improved.

It was also found out that work culture has affddbery in of RBM in the public sector. Work habitvie been
labelled as negating government efforts in impletimgrRBM. Government workers are not keen to antdor
their work. The issue of dislike to work itself angpthe workers has led to much criticism of the RBigking it
difficult to transform the culture. The informaticsought revealed that with such habits as moorntfight
absenteeism and also spoils taking precedencepowduction, the culture of the public sector hasrba great
challenge to RBM as it emphasise accountabilitgngparency and demonstration of results. As suwh, t
Zimbabwean public service has remained with “theif®ess as usual approach” to work.

Respondents strongly agreed that RBM implementdtambeen affected by skill shortages in the pugaiztor.
Brain drain has left the public service with unlgdl and semi- skilled personnel. The training reeeifor
implementing the system was deemed inadequateghretipondents. The respondents argued that apartiie
days for training being few, the trainers were ledokto be causing havoc in the training sessianthay were
failing to demystify the concept itself. Traineegacted such assertions of lack of knowledge iir therk, they
however pointed out attitude, as affecting tragnés they indicated that most training sessiond tvelre not
out of members will but the Commission compelledent to attend. To the trainers the days offeredewer
sufficient if participants were willing and that ethworkshops were poorly funded which affected the
effectiveness of the training sessions.

RBM implementation has been confirmed to have kaftacted by commitment of senior leaders in themec
Interviews indicated that senior leaders lack esitmms for the system and these have failed td thaaikey

reference documents to ministries and departmentisne. At the time within which the interviews veeheld,

the documents for 2013 were not available in miist despite the first quota for the performanppraisal

having lapsed. This was indicative of lack of supfdry leaders as per the views of the respondeaissing

implementation failure.

The survey could not agree on the issue of top dappmoach to RBM implementation as a cause for ¢tdidduy
in the public sector. Public servants in Zimbabweehwelcomed the approach to implementation aadtrhade
leaders to be involved hence all levels have beadenaccountable for the results achieved as opposttd
previous system were leaders were excluded fromappeaisal system. The sentiments echoed by resptsd
showed that they were in favour of the approacthesg view it as enabling good working relationshapsl team
work since the leaders’ performance is dependetiosnwell they also perform at grass roots.

The issue of performance indicators has been ragechallenging implementation of RBM in ministridhe
performance indicators had not been understoodirgaugiarrels in such ministries as the educatiorrah
teachers contested using pass rate as a perfornmagasure for their work. Passing of pupils is mitdly
beyond definitely beyond the control of the teastees it is influenced by several other variablde difficulties
to come out with outputs, outcomes and impactséiss followed the challenge of establishing positay
performance for departments and certain job caiegor

Responses of the interviews could not agree that dfnucture was causing implementation challenges.
Interviewees agreed that the structure of the gowent is bloated and that red tape is still hanmgeri
government efficiency. However they established thare had not been a challenge directed to streicis
slowing RBM implementation in the public sector.
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Resources were pointed as highly challenging RBMlémentation. It was cited that it was impossilde f
ministries to implement RBM without resources. Aaling to the respondents, though RBM is premised on
yielding results from the little resources at disglp this has been theoretical, as on the groueg &ne no
resource to start with. Respondents indicatedrthiaistries do not have adequate resources, beaihfie, human
and physical. Funds released by the ministry adrfoe were reported to be weak and dispatched tewaar
end, leaving ministries to engage in “late nighbghing”. There was an indication that without budge
support, RBM could not translate into reality. Fert information obtained showed that the partnesuipport of
RBM implementation, UNDP, withdrew its funding dfet system due to reasons not identified causinge mor
resource shortages to fully implement the RBM syst@ccording to trainers UNDP funded part of thertiing
programmes of directors and trainers and laterds¥v funding of the cascading programme that tadyéte
ministry of education after funding only one prasénin the country. The shortage of resources rawaal effect
on the training programme as well to the drivingistry to fully impart the skills needed.

5.0 Conclusions and Recommendations

Various reasons have been cited by the respon@dentsausing implementation failure in Zimbabwe publi
sector. Though most reasons were in confirmatidh thie literature, the top down approach to impletaigon

as well as the structure challenge emerged noate lan effect on the implementation of RBM in Zilva.
Public servants indicated that lack of buy in of tRBM had been caused by lack of incentives. Latck o
leadership commitment, difficulties in coming uptlwperformance indicators, culture and lack oflskilue to
inadequate training has emerged to be the reasbypsmplementation of RBM has been affected in ntirgs.

In- depth information also pointed to resourceshemirances to the implementation of RBM as welltlas
challenges of appraisal using the RBM mode in rjaistategories.

For smooth implementation of the policy, the stublgrefore recommends the government of Zimbabwe to
mobilise resources if implementation of RBM is ® fiouitful. It has been shown that without the mueeded
resources, translating RBM from theory to praciieenot likely to succeed. Resources are neededvad a
incentives to the poorly paid public workers foer to instil motivation. A cultural change may rsotcceed
using force or commands such as “RBM is here tg’' skt strategies of incentivising and performanekated
reward may be useful in changing attitudes of petgivards work as done by other jurisdictions.

In order for the implementation to be successhéye is need to intensify the training of RBM tblalels of
staff in ministries to enable better understandifghe system and the training programme shouldrgming,
with refresher courses being offered to revivekhewledge and support implementation of RBM. Furtbitot
testing of the RBM appraisal form in all ministrisscrucial to enable re-modification of the formduit the
various categories in the public sector. The reteas also suggest that the appraisal form be taigale to suit
departments and job categories as opposed to thsipafit all category based form.

To address the issue of the system being cumberaomhe€omplexity, user friendly terms for RBM shoule
developed and the size of the appraisal form toedeced. It is also proposed that situational asigliy the
policy implementers be done before adopting anyesys There is need by policy makers to analyse the
operating environment and recommend policies adeghd Though recognition is given by the researdhat
Zimbabwe is desperate to improve service delivadgption of the whole package of RBM had not bezipfhl

but burdening the little resources as the littlsorgces which are to be shared on implementingowari
components. Zimbabwe should adopt a selective apprao implementation of RBM to ease the cost of
implementation.
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