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Abstract: The study seeks to examine the effect of workplace frustrations on employee 

performance. It assesses the moderating effects of developmental experience and team 

support on the workplace frustrations and employee performance relationship. The study 

sampled 232 employees in various companies in Ghana. Moderated hierarchical regression 

analysis was utilized as the main statistical procedure. The results show that workplace 

frustrations negatively relate to employee performance. Developmental experience moderates 

the negative relationship between workplace frustrations and employee performance such 

that employee performance increases with developmental experience. Similarly, team support 

moderates the negative relationship between workplace frustrations and employee 

performance such that employee's performance increases with team support. Future studies 

should explore how an organization could minimize workplace frustrations by examining the 

influence of job design and workplace planning. The study suggests that managers should 

develop teamwork among employees and also place emphasis on proper job designs that will 

expose employees to multiple knowledge, skills, and abilities over the course of their work life 

which will aid them to acquire developmental experience. To the best of the authors' 

knowledge, this study provides new evidence from Sub-Saharan Africa to support the 

workplace frustrations and employee performance relationship with developmental 

experience and team support as moderators.  

 

Keywords: Employee performance, workplace frustration, team support, developmental 

experience 

 

 

Introduction 

As a highly relevant outcome variable, frustration at work is a very important issue in an 

organization. Weiss et al. (1999) define workplace frustration as a generalized negative 

emotion that results from undesired outcomes such as perceived maltreatment and 

interference from goal achievement. Expanding this definition, Clore and Centerbar (2004) 
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add that these generalized negative emotions may or may not be directed toward any 

particular object or person. Similarly, Lazar et al. (2005) note that frustration can occur when 

one is inhibited from realizing a goal. Because individuals have goals for their actions, 

frustration sets in when these goals are impeded by some events, which individuals may or 

may not have control over. Ideally, employees desire to have their goals attained without any 

interference, however, that seems a mirage in contemporary organizations. Today, 

organizations operate in a more volatile and aggressive business environment leading to 

variations or situations that may interfere with employees' work. For instance, a supervisor 

sets targets for a subordinate today, but tomorrow, the supervisor asks that the targets be 

reviewed or be abandoned because of a business exigency. This situation often results in 

irritation and frustration in individual employees. This problem, therefore, calls for in-depth 

studies on frustration at work and its effects on employee work outcome. However, there are 

few studies on workplace frustration (Spector, 1997) and even these few ones have used the 

concept differently (Penney and Spector, 2005). Secondly, to the best of our knowledge, 

these few studies also have failed to examine the relationship between workplace frustration 

and its effect on employee’s work outcomes. Therefore, the current study seeks to 

specifically (a) test the relationship between workplace frustration and employee performance 

(b) assess the moderating influence of developmental experience and team support in the 

workplace frustration and employee performance relationship. By meeting these objectives, 

the study adds to existing body of knowledge in the following ways (a) to the best of the 

knowledge of the authors, this study is the first of its kind to examine the workplace 

frustration and employee performance relationship from a sub-Saharan African context (b) 

the study further tests the moderating effects of developmental experience and team support 

in the relationship between workplace frustration and employee performance (c) 

theoretically, the  study also strengthens the reliability of the JD-R model by testing its 

relevance given the unique characteristics of Sub-saharan Africa context. The study contends 

that in a situation where an employee has gained considerable developmental experience on 

the job, the employee is able to overcome the consequence of frustration such that the 

employee can achieve work objectives. The study also argues that an employee who finds 

himself/herself in a supporting team can overcome the effects of workplace frustration 

because of the synergy that the team provides to its members. The study further believes that 

because job resources such as performance feedback, supervisor support, task identity,  as 

offered by the JD-R model, have not been institutionalized in Sub-Saharan Africa, 

specifically Ghana, proper functioning of the model may be limited. The rest of the study has 

been organized as follows: First, it presents the theoretical background and hypotheses. 

Second, a relevant literature of the study is discussed. Third, research methods are presented. 

Four, the results of the study are presented whereas the next session is on discussion and 

conclusions. Lastly, the study highlights the limitations and direction for future research.  

  

Theory and Hypotheses 

This study uses the job demands-resources model (JD-R model) as a theoretical construct to 

examine the relationship between frustration at work and employee performance as 

moderated by developmental experience and team support. The JD-R model assumes that 

work characteristics are divided into job demands and job resources (Bakker and Demerouti, 

2014; Bakker and Demerouti, 2011; Demerouti et al., 2003; Demerouti et al., 2000, 2001, 

Prieto et al., 2008; Maunoet al., 2006). Job demands refer to the physical, psychological, 

social or organizational dimensions of a job that involves sustained physical and/or 
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psychological effort and therefore bring about physiological and/or psychological strain 

(Damoah and Ntsiful, 2016; Bakker et al., 2004). Examples of these job demands include 

emotional demands, role overload, role ambiguity, time constraints, excessive work pressure 

(Bakker and Demerouti, 2014; Bakker and Demerouti, 2011; Bakker and Demerouti, 2007). 

Job resources are the social, psychological, physical and organizational dimension of work 

which minimizes the negative impacts of job demands and facilitate the achievement of work 

goals and promote personal growth and development (Bakker and Demerouti, 2007). Bakker 

et al. (2004) classify these resources into (a) organizational level (e.g career opportunities, 

salary, job security), (b) interpersonal and social relations level (e.g team support, supervisor 

support), (c) task level (e.g. skill variety, task significance, task identity, autonomy, 

performance feedback) and organization of work ( role clarity, participation in decision 

making). We contend that the JD-R model fits the current study because several related 

studies have used this model to examine similar relationships (Bakker,2015; Demerouti et al., 

2001;  Bakker et al., 2004). For instance, Baker et al. (2004) used this model to examine the 

effect of burnout on performance. In their study, Bakker et al. (2004)  conceptualized 

emotional demands (frustration) and exhaustion as job demands. Further, they also 

conceptualized possibilities development (developmental experience) and social support 

(team support) as job resources.  

 

 

 

 

         H2 

 

H1 

 

                                                                                H3  

 

 

Fig.1. Conceptual model 

The present study, therefore, argues that when employees experience workplace frustration 

which is job demand, it will impact on their performance negatively. However, when these 

employees have considerable developmental experience and they find themselves in a 

supporting team which is job resources, they will overcome the negative effects of the 

frustration on their performance. 

Employees’ Frustration at Work and Employee Performance 

Employee frustration has been defined in different ways. Spector (1997) says it is the 

interference with the attainment or maintenance of a goal that results from organizational 

factors. Similarly, Weiss et al. (1999) also define workplace frustration as a generalized 

negative emotion that results from undesired outcomes such as perceived maltreatment and 

interference from goal achievement. Similarly, Akuffo (2015) define frustration as an 
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abstraction or stoppage of a goal which causes a person to react negatively which may cause 

harm. Further, frustration simply occurs when one is inhibited from realizing a goal (Lazar et 

al., 2005). Because every individual has a goal for his or her action, frustration sets in when 

these goals are impeded by some events, which the individual may or may not have control 

over. This study defines workplace frustration as the feeling of negative emotions resulting 

from the blockage of goal attainments due to organizational and personal factors. The 

organizational factors may include the rules, procedures, structure, climate, employees, and 

clients of the organization (Lazar et al., 2005), whereas personal factors, include years of 

experience, gender, race, and educational attainment (Ducharme et al., 2008; McNulty et al., 

2007). It is also worth noting that once there is frustration, there is a reaction. In support of 

this notion, Spector (1997) suggests four reactions to employee frustration which include (a) 

an emotional response of anger and increased physiological arousal, (b) aggression, (c) 

withdrawal and (d) trying alternative courses of action.  Lazar et al (2005) explain that the 

first three are maladaptive leading to counterproductive behaviors such as the abandonment 

of a goal, absenteeism, turnover, sabotage, interpersonal aggression, and withholding of 

output leading to decrease in job performance of the employee.   

 

Employee performance, according to Damoah and Ntsiful (2016), is defined as work-related 

activities that an employee carries out and measured against some defined standards. A 

number of studies have examined the relationship between workplace frustration and 

performance with mixed findings (Lazar et al., 2005). For instance, it has been found that job 

frustration results in reduced job performance,and lowers productivity (Akuffo, 2015; 

Baillien et al, 2014; Cropanzano et al., 2003; Mor-Barak et al., 2001; Smith, 2005; Taris, 

2006) as well as high absenteeism and turnover (Gallon et al, 2003; McLellan, et al., 2003). 

 

Therefore, this study contends that because frustration is a negative emotional response that 

leads to counterproductive behavior, employees who experience frustrations at work will 

have reduced performance. Hence hypothesis 1: 

 

H1: Employees’ frustration at work will be negatively related to their performance 

 

The moderating influence of employees’ developmental experience 

In this study, the developmental experience is defined as the aggregate of knowledge, skills, 

and abilities that an employee acquires over a period as a result of the opportunities to have 

multiple job exposures in which new responsibilities, unfamiliar tasks, pressures, and 

obstacles are handled. In an organization, these experiences are acquired from different 

sources such as formal and informal duties from supervisors, advice from peers and technical 

experts, challenging duties, coaching, promotions, and opportunity to work on assignment 

independently (Ibrahim et al, 2016; Chow et al., 2006; McCall et al., 1988). Developmental 

experience has been found to be positively related to employee’s performance (Roberts et al., 

2008; Donnellan, 1996; Harris and Bonn, 2000, Chow et al., 2006). Bakker et al. (2004) in 

using the job demands-resources model to predict burnout and performance, conceptualized 

developmental experience as a job resource. By terming it as possibilities development, 

Bakker et al. (2004) argue that developmental experience is a job resource located at the 

organizational level that decreases job demands (e.g. frustration at work) and its related 

physiological and psychological costs. Accordingly, it can be argued and asserted that 

developmental experience can improve employees’ performance even when they are 

frustrated at work in a sense that a frustrated employee who has considerable developmental 
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experience will look for an alternative course of action as found by Spector to overcome an 

impediment towards an achievement (Zaccaro et al, 2015; Spector, 1997). Other studies also 

have supported that employees with more developmental experience suffer less from 

frustration at work (Farber, 2000; Farmer et al., 2002; Garland, 2004).  In view of the above, 

the study contends that developmental experience will have a positive effect on the 

frustration-performance relationship. Hence hypothesis 2: 

 

H2: The level of employees’ developmental experience will moderate the relationship between 

frustration at work and employee performance. Employee performance will increase with 

developmental experience but at a faster rate for those with higher developmental 

experience. 

 

The moderating influence of perceived team support 

Team support has been defined as the mutually dependent performance components needed 

to execute a task effectively in a group of individuals (Salas et al., 2008). Similarly, Damoah 

and Ntsiful (2016) see it as performance-related support an individual gets from a group of 

individuals who are interdependent with each other in carrying out a task. When employees 

are in a team, they rely on each other's strength such as knowledge, skills, and experience in 

executing a task to the extent that weaknesses and challenges such as frustrations in a team 

member's work may be overshadowed. The influence of team support in overcoming these 

work-related challenges have received theoretical and empirical support. For instance, Bakker 

et al. (2004) in their study of "Using the job demands-resources model to predict burnout and 

performance,” they conceptualized social support (e.g. team support) as job resource and 

work frustration as job demands and found that job demands and resources have inverse 

relationship, meaning that when an employee is frustrated at work but in a supportive team, 

the employee will leverage on the support of this team and will  overcome this work 

frustration and meet performance standard. Other studies have supported the moderating 

influence of team support in this regard (Demerouti et al., 2000, 2001; Bakker et al., 2003; 

Froebel and Marchington, 2005). In view of the above, the study contends that team support 

will have a positive effect on the frustration and employee performance relationship. Hence 

hypothesis 3: 

 

H3: Employees' perception of team support will moderate the relationship between 

frustration at work and employee performance. Employee performance will increase with 

perceived team support but at a faster rate for those with a higher perception of team 

support.  

 

Method 

Sample and Data 

Data for this study was obtained from 232 employees working in 30 companies in Ghana, 

West Africa. These companies were randomly selected from a pool of listed and non-listed 

companies, comprising large, small and medium enterprises. A total of 13 listed and 17 non-

listed companies willingly participated in the study. Having received approvals from the 

companies, only employees who volunteered from these companies were allowed to answer 

the questionnaires. Some of the respondents completed the questionnaires momentarily and 

they gave them over to the researchers whereas others completed and left them at their front 
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desks, which were picked three days later by the researchers. In all, the study administered 

250 questionnaires to the employees from the 30 companies, out of which 232 were received 

and used for the analysis, indicating a response rate of 93 percent. The data collection lasted 

for 3 months (February -April 2017). 

 

Measure of Constructs 

The current study relied on previous studies for items to measure key constructs examined. 

The internal reliability values for all scales are above 0.70 thresholds recommended by 

Nunnally and Bernstein (1994).  

Frustration at work: A three-item scale developed and used by Peters et al. (1980) was used 

to assess the extent to which employees found their work frustrating. Measured on a five-

point Likert scale, where 1= Strongly disagree, 2=Disagree, 3=Neutral (uncertain), 4=Agree 

and 5=Strongly agree, the respondents were asked questions such as “Trying to get this job 

done was a very frustrating experience." Whereas high mark indicates a higher level of 

workplace frustration on the employee, low mark shows a lower level of workplace 

frustration on the employee. 

 

Developmental Experience: By using a four-item scale developed and used by Wayne et al. 

(1997), the researchers assessed employees developmental experience on a five-point Likert 

scale, where 1= Strongly disagree, 2=Disagree, 3=Neutral (uncertain), 4=Agree and 

5=Strongly agree. An example of the items is “In the positions that I have held at my 

company, I have often been given additional challenging assignments” A high score shows a 

higher level of employee developmental experience whereas a low score indicates a lower 

level of employee developmental experience. 

 

Team Support. A 7-item scale developed and used by Rodwell et al. (1998) was used to 

measure team support. For example, the respondents were asked to describe their view about 

the support they had received from their team members at the workplace using a 5-point 

Likert scale, where 1 = strongly disagree and 5 = strongly agree. 

Employee Performance. Employee performance was measured using 8 items. The items were 

taken from Rodwell et al., (1998). Responses were obtained using a 5-point Likert-type scale 

anchored at the extremes by 1=strongly disagree 5 = strongly agree with a higher score 

indicating good performance and low score depicting poor performance. 

Control Variables 

We included seven control variables because previous studies indicated that these variables 

had the potential to influence employee performance (e.g., Rodwell et al., 1998). The 

controlled variables were adopted to account for factors other than the theoretical constructs 

of interest that could explain variance in the dependent variable (Krishnan and Teo, 2012). 

The control variables adopted in this study include firm size, sex, employees’ level of 

education, marital status, employees’ tenure, gender and employees’ age. Firm size was 

measured by using the log-transformed of a number of employees. Employees' tenure was 

measured by using the number of years the employee had been with the present organization. 
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Table 1.Summary of Predictor Measures 

Domain and Predictor Number of 

Items 

Scale format Cronbach’s 

Alpha 

AVE CR 

Developmental experience 4 1 to 5 Likert-scale .97 .82 .86 

Frustration at work 3 1 to 5 Likert-scale .94 .79 .93 

Team support 7 1 to 5 Likert-scale .89 .78 .92 

Employee performance 8 1 to 5 Likert-scale .92 .79 .91 

Note: Composite reliability (CR) is calculated as the sum of the square roots of the item-

squared multiple correlations squared and divided by the same quantity plus the sum of the 

error variance (Werts, Lim and Joreskog, 1974).  Average Variance Extracted 

(AVE)=Σ[λi
2]Var(X)/Σ[λi

2]Var(X)+Σ[Var(i)] where λi is the loading of Xi on X, Var denotes 

variance, it is the measurement error of xi, and Σ denotes a sum (Fornell and Larker, 1981).  

 

Validity and Reliability Assessment 

Following Podsakoff and Organ (1986), we conducted Harman's one-factor test to check the 

existence of common method variance by subjecting all the key construct of interest into a 

factor analysis. We then determined the number of factors that accounted for the variance in 

the various measures. We observed that none of the factors accounted for a majority of the 

variance. Also, a test of response bias was performed to see whether non-response could be a 

major issue in interpreting the regression results. On the basis that late respondents are 

similar to non-respondents (Oppenheim, 1966), we compared the responses from the early 

respondents to the late respondents on a number of key variables by using Wilcoxon-Mann-

Whitney test to see if any significant difference exists between these (two groups) of 

respondents. The test revealed no significant difference between the responses from early and 

late respondents. Thus, in interpreting the outcome of this survey, non-response was not a 

major concern.  We analyzed the internal consistency reliability of our main constructs using 

Cronbach’s alpha, which ranged from .89 to .99. The composite reliability (CR) of our main 

constructs ranged from .86 to .93, and the average variance extracted (AVE) ranged from .78 

to .82. A full list of all constructs and corresponding Cronbach’s alpha, CR and AVE are 

provided in Table 1.  Using LISREL 8.5 and the maximum likelihood estimation procedure, 

we examined all scales in confirmatory factor analysis (CFA). Each item was allowed to only 

load on one construct for which it was an indicator. Item loadings were as hypothesized and 

were significant at p˂ 0.001. The results indicated that a four-factor model fitted the data 

moderately well (χ2 =311.59, df=186, p˂0.001, GFI=.96, CFI=.97, NNFI=.95, SRMSR=.05, 

RMSEA=.04). Thus, we obtained fit indices that ranged from very good to excellent.
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Table 2. Descriptive statistics and correlations  

  

 

For gender, male =0; female=1; All variables unstandardized. SD=standard deviation 

*p˂ .05,  **p˂.01 

 Variable Mean SD 1 2 3 4 5 6 7 8 9 

1. Firm size  31.80 11.13          

2. Sex 0.19 .40 .17**         

3. Marital status .53 .47 .02 -.01        

4. Education 2.97 1.19 -.14** -.11* -.16**       

5. Employees’ tenure 5.32 0.79 .05 .13** .00 .04      

6. Employees’ age 35.16 1.15 .19** .36** .04 .15** .03     

7. Developmental experience 3.93 1.09 .14** .15** .09* .17** .13** .02    

8. Team support 4.09 1.03 .16** .09* .03 .09* .02 -.01 .19**   

9. Frustration at work 4.24 1.14 .09* .03 .08 .05 .03 -.19** -.27** .19**  

10. Employee performance 4.78 0.74 .08* .05 -.01 .10* .12* .11* .21** .16** -.23** 
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Results  
 

Table 2 provides means, standard deviations and bivariate correlations for study variables. 

Moderated hierarchical regression analysis was utilized as the main statistical procedure for 

examining the relationship between frustration at work and employee performance as well as 

the proposed moderating effects of developmental experience and team support. To test our 

hypotheses, a number of multiplicative interactions were created. Due to the inclusion of the 

interaction term in the regression estimate, multicollinearity becomes obvious. Therefore, all 

the variables involved in the creation of the interaction terms were residually centered (Little 

et al., 2006). After the residual centering approach, we calculated the variance inflation 

factors (VIF) for all regressions in our model to test for multicollinearity. All VIF values 

were below 3.5. Thus, lower than the threshold of 10, indicating no concerns regarding 

multicollinearity (Aiken and West, 1991). Four main models were estimated. In Model 1, we 

estimated the effects of the control variables on firm performance. In Model 2, the control 

variables and the main effects variables were estimated. In Model 3, all variables (including 

the interaction variables) were estimated. Following procedures advanced by Cohen et al. 

(2003), each interaction was graphed.  

 

Table 3.Results of Hierarchical Regression Models  

Variables Model 1 Model 2 Model 3 Model 4 

Control variables     

Firm size .12** .13** .24*** .22*** 

Gender .08 .03 .03 .05 

Marital status -.01 -.10* -.09* -.11* 

Education .11** .36*** .33*** .23*** 

Employees’ tenure .09* .22*** .20*** .22*** 

Employees’ age .11** .01 .03 .15*** 

Main effects      

Developmental experience (DE)  .22*** .23*** .27*** 

Team support (TS)  .20*** .21*** .22*** 

H1:  Frustration at work (FW)  -.19*** -.25*** -.28*** 

Interaction effects     

H2: FW x DE   .29*** .32*** 

H3: FW x TS   .33*** .35*** 
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Three-way interaction     

FW x DE x TS    .54*** 

Model fit     

F 1.59 3.19*** 3.90*** 5.78*** 

R2 .70 .81 .84 .94 

Adj. R2 .04 .07 .16 .17 

Mean VIF 1.3 1.77 2.01 1.73 

Standardised coefficients are reported *** p < 0.01, ** p < 0.05, * p <0.10.    

 

Table 3 presents the results of the hierarchical regression models. The interactions are 

graphed in figures 1 to 3. We describe results in relation to the individual hypotheses.  

Hypothesis 1 proposed employees’ frustration at work propensity is negatively related to 

employee performance. As shown in Model 2 of Table 3, the relationship between frustration 

at work and employee performance (β=-.19, p˂.01) is significant and negative. Therefore, the 

findings offer support for hypothesis 1.   

 

Hypothesis 2 suggested that developmental experience moderates the relationship between 

the level of employees’ frustration at work and employee performance, such that the 

relationship will be positive for those with high as opposed to low, developmental 

experience. As shown in Model 3 of Table 3, the interaction of employees’ developmental 

experience with frustration at work is significant and positive (β=.29, p˂.01). The graph of 

this interaction (Figure 2) indicates that the relationship between frustration at work and 

employee performance is positive for those with high, as opposed to low, developmental 

experience. Therefore, the results support hypothesis 2. 

 

Hypothesis 3 stated that team support moderates the relationship between the level of 

employees’ frustration at work and employee performance, with the relationship being 

positive for those with high as opposed to low, team support. As shown in model 3 of Table 

3, the interaction of team support with frustration at work is significant and positive (β=.33, 

p˂.01). The graph of this interaction (Figure 3) indicates that the relationship between 

employees’ frustration at work and employee performance is positive for those with high, as 

opposed to low, team support. Therefore, the results support hypothesis 3.  

 

Finally, we tested a three-way interaction of our study. Model 4 enters the three-way 

interaction variable of frustration at work, team support and developmental experience into 

the research model. The three-way interaction coefficient is significant (β=.54, p˂01), and the 

change in R2 indicates a significant improvement in model fit between Model 3 and Model 4. 

Because of the difficulty in interpreting a three-way interaction solely from the coefficient 

value, Figure 4 plots the three-way interaction, again following the procedure outlined by 

Cohen et al. (2003). 
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Figure 2: Interaction effect of Frustration at work with developmental experience on 

employee performance 

 

 

Figure 3: Interaction effect of Frustration at work with the perceived team on employee 

performance 
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Figure 4: Interaction effect of frustration at work with developmental experience and 

perceived team support on employee performance 

 

Discussion and Implications 

The research examined frustration at work and employee performance as moderated by the 

developmental experience of employees and team support. The findings were that frustration 

at work negatively affected the performance of employees, however developmental 

experience of employees positively moderated the negative relationship between workplace 

frustration and employee performance. Similarly, the negative relationship between 

workplace frustration and employee performance was also moderated by team support such 

that the relationship was positive. The results on the workplace frustration and employee 

performance relationship indicated that high levels of frustrations at the workplace would 

result in a lower performance of employees. This finding supports prior studies that 

workplace frustration results in reduced job performance, and lower productivity (Mor-Barak 

et al., 2001; Cropanzano et al., 2003; Smith, 2005; Taris, 2006). This means in trying to 

accomplish a task in an organization, employees may encounter frustrations when their 

efforts are impeded by certain events which they may or may not have control over. The 

frustration encountered will cause the employee to react or engage in counterproductive 

behavior such as desertion of the task, sabotage, interpersonal aggression, and withholding of 

output leading to the decreased job performance of the employee. The finding on the 

moderating role of developmental experience of employees in the workplace frustration and 

performance relationship also suggests that employee performance will increase with 

developmental experience but at a faster rate for those with higher developmental experience. 

This result is in tandem with prior studies (Donnellan, 1996; Harris and Bonn, 2000, Bakker 

et al., 2004; Chow et al., 2006). Developmental experience as defined by this study as the 

aggregate of knowledge, skills and abilities that an employee acquires over a period as a 

result of the opportunities to have multiple job exposures, in which new responsibilities, 

unfamiliar tasks, pressures, and obstacles are handled, will aid  frustrated employees to look 

for an alternative course of action to achieve the goal rather than engaging in 
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counterproductive behavior, which ordinarily will have affected their performance 

negatively.  

 

Further, it was found that team support also moderated the negative relationship between 

workplace frustration and work performance in such a way that the relationship was positive. 

This finding lends credence to extant literature (Bakker et al., 2003; Demerouti et al., 2000, 

2001, Froebel and Marchington, 2005). This finding suggests that although the frustrated 

employees may have a problem completing a task, where there is a high level of team 

support, the performance of the frustrated employees will not be affected negatively because 

when these employees are in a team, they rely on each other's strength such as knowledge, 

skills, and experience in executing a task to the extent that weaknesses and challenges such as 

frustrations in a team member's work may be overshadowed.   

 

The study has contributed to the JD-R model in its application to the organizational behavior 

studies in that the study has offered empirical evidence from a sub-Saharan African 

perspective to support the model's reliability. The study has offered that in view of the fact 

that workplace frustrations are inevitable, there is a need to use organizational resources such 

as employee developmental experience and team support when frustrations set in. The study 

has provided several implications for managers for practice. One, organizations should know 

and should accept the fact that workplace frustrations are inevitable and that these frustrations 

affect employee performance. Two, in an organizational setting, managers should place more 

emphasis on proper job designs that will expose employees to multiple knowledge, skills, and 

abilities over the course of their work-life which will aid them to acquire developmental 

experience. Three, the findings also imply that to ensure effective performance of employees, 

managers should first recruit and select employees who have good team spirit into the 

organization and also ensure that employees that are assembled for team assignment are 

cohesive, that is, they should be employees who share similar values and characteristics as 

supported by prior studies (Beal et al., 2003; Rosh et al., 2012; Damoah and Ntsiful, 2016) 

 

In conclusion, the present study examined the moderating effect of developmental experience 

and team support in the workplace frustration and employee performance relationship. The 

results of the study confirm the assumption that workplace frustrations negatively affect 

employee performance. The main finding of the study is that the developmental experience of 

employee and team support moderate the negative effect of workplace frustrations on 

employee performance. The study has added Sub-saharan African evidence to the JD-R 

Model, thereby strengthening its reliability. By the study’s findings, managers can turn the 

negative effect of workplace frustrations on employee performance by enhancing the 

developmental experience of employees and encouraging teamwork in an organization. 

 

 

Limitations and Direction for Future Research 

The study has offered several contributions. However, there are a few limitations that need to 

be highlighted. Firstly, because the study was cross-sectional, casual inferences among 

variables were prevented. Secondly, the study also used self-reported data making feedback 

from the respondents mirrored their individual perceptions. Thirdly, because the study 

adopted a survey method, it was also limited with the usual non-response bias. Finally, 
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further studies should explore how an organization could minimize workplace frustrations by 

exploring the influence of job design and workplace planning. 
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Abstract: Success of organisations depends on how leaders mobilize and direct resources 

towards the achievement of organisational goals. Human resource - being the binder of all 

other resources - needs direction, which should be provided by leadership. However, there is 

no “one-fits-all” leadership style. This study investigated the effects of different leadership 

styles on employees’ performance. Eighty usable questionnaires were obtained from a cross-

sectional survey of 300 employees of a selected commercial bank in Kenya. Extensively used 

multi-item scales from previous studies were adapted to assess leadership styles and 

employees’ performance. Inferential statistical techniques were used to test the study’s 

hypotheses. Employees’ performance was above average while transformational leadership 

was the most exhibited style. Respectively, transformational and transactional leadership 

styles positively and negatively affected employees’ performance. Authoritative and laissez-

faire leadership styles respectively had insignificant negative and positive effect. More 

variation in employees’ performance was explained by transformational than by 

transactional leadership style. In the disaggregated results of transformational leadership, 

the idealized influence dimension had a significant positive effect on employees’ performance 

while the other dimensions had insignificant effects. It is recommended that supervisors 

should embrace transformational leadership style, especially the idealized influence, to 

enhance the performance of their followers.  

 

Keywords: Transformational leadership, transactional leadership, self-rated performance, 

banking 

 

 

Introduction 

In a modern-day society, the success of organisations depends on how leaders mobilize and 

direct resources towards the achievement of their goals. The main drivers of organisations are 

humans as they give life to those organisations and provide goals (Shaffie et al., 2013, p.21). 

Human resource, being the binder of all other resources – physical and financial, needs 

direction. This direction should be provided by leadership. Leaders are expected (i) to 

promote unity, harmony, strength, prosperity, and happiness in the organisation; and (ii) to 

influence other employees to perform towards the attainment of organisational goals. Stiff 

competition and high uncertainties on the markets today leave many organisations on their 
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toes fighting for their survival. Thus, it is argued in the literature that leadership is a key 

factor for improving performance and that success or failure of an organisation depends on 

the effectiveness of leadership at all levels. Consistent with this position, Paracha et al. 

(2012) argue that “Leaders play an essential role in the accomplishment of goals and boost 

employee’s performance by satisfying them with their jobs” (p. 55). Extant literature shows 

that there is no “one-fits-all” leadership style. There is, therefore, a need to identify the 

leadership styles that have more impact on organisational outcomes such as employees’ 

performance.  

The investigation into the link between leadership style and employees’ performance has 

attracted the interest of researchers for decades. Fiedler and House (1988) attributed this 

attraction to the belief that leadership is: (i) a vital issue in every organisation primarily 

because the decisions made by leaders could lead to business success or failure; (ii) accepted 

as the push behind effective organisational and employee’s performance, both of which may 

suffer in direct proportion to its neglect; and (iii) the drive behind attainment of the followers’ 

desires, which then results into effective performance. 

Many of the previous studies, however, were from Western Economies where individualistic 

culture dominates. More details, for example, can be found in the meta-analytic works of 

Lowe et al. (1996) and De Groot et al. (2000). In recent years, research interest on the link 

has emerged from the Middle East and Asia regions. A sample of such studies are Rasool et 

al. (2015) in Pakistan health sector; Pradeep and Prabhu (2011) and Raja and Palanichamy 

(2015) both in India’s public and private sector enterprises; Aboshaiqah et al. (2014) in Saud 

Arabia – medical field, and Shaffie et al. (2013) in Iran – real estate. Others include Asrar-ul-

Hag and Kuchinke (2016), Kalsoom et al. (2018), Basri et al. (2017), Sharma and Nair (2018) 

and Xhu and Wang (2018). Several studies are available from Africa. Examples include Ejere 

and Abasilim (2013) and Kehinde and Banjo (2014) both in Nigeria, Tsigu and Rao (2012) in 

Ethiopia (banking) and Hayward et al. (2003) in South Africa (pharmaceutical company). 

Others include Mohamed (2016) and Ugwu (2018).  There is a dearth of evidence on the link 

from the East Africa region, except two studies from Uganda – Gimuguni et al. (2012) and 

Nuhu (2010), both in the local governments.  

It is this dearth of empirical evidence from East Africa, especially from Kenya and from the 

banking industry that motivated this study. Hargis et al. (2011), suggested that the impact of 

leadership style may differ depending on the context and task performance. Thus, the 

objective of this study was to investigate the effects of different leadership styles on 

employees’ performance, focusing on determining (i) the most exhibited leadership style; (ii) 

the effect of each leadership style on employees’ performance; (iii) the leadership style 

having the highest impact; and (iv) the dimensions of transformational leadership style 

having impact on employees’ performance. Understanding the relationships between these 

different leadership styles and employees’ performance provides organisations with useful 

insights on the style that enhances performance more than the others. This will provide 

managers with information about the kind of styles they should embrace in their managerial 

cores which will enhance employees’ contribution to the attainment of the organisations’ 

goals. Furthermore, it will influence the content and direction of the organisations’ training 

programmes. In addition, trainers and career developers will also be informed of the 

leadership qualities they should develop for their bank clients consistent with the institutional 

objective. Moreover, the study contributes evidence on the relationship from a frontier market 

– Kenya; to reduce the paucity of such evidence from developing Africa. 
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The context 

The study involved one commercial bank in Kenya. The bank started its operations in 2004 

with only two branches, one in Nairobi and the other in Mombasa. First, as purely a corporate 

bank but later, following the many changes in the Kenyan economic spectrum, it had to 

change its strategy in 2012 to incorporate retail banking. By 2015 the bank had grown its 

branch network in Kenya to 36 branches, competing with the country’s retail giants. Its 

portfolio changed to 80% retail business, 10% cooperate business and 10% concentration in 

SME banking. The bank’s management changed too, but the staff’s productivity dropped in 

2013 and 2014 making performance management a concern for the bank’s human resource 

department and management. Thus, leadership was put under scrutiny resulting in a 

leadership development project (YLP) aimed at giving selected managers, and their 

followers, the required leadership skills to ensure business continuity and survival. The 

programme started way back in 2013.  Since then, little evidence is there to judge how much 

has been achieved in terms of performance response. This study, therefore, was designed to 

investigate the effects of leadership styles on employees’ performance at the bank, drawing 

its sample of employees from its branches in the Nairobi, Western, Coast and Mount Kenya 

operating regions. 

Literature Review 
Employee performance 

Employees’ performance is a multidimensional construct and an extremely vital criterion that 

determines organisational successes or failures. For example, while El-Saghier (2002) defines 

it as the effort of an employee to achieve some specific goals, others like Pattanayak (2005) 

defines the employees’ performance as his/her resultant behaviour on a task which can be 

observed and evaluated, or the contribution made by an individual in the accomplishment of 

organisational goals. Moreover, Prasetya and Kato (2011) define employees’ performance as 

the attained outcome of actions. From the foregoing examples of definitions, employee 

performance is simply the result of patterns of action carried out to satisfy an objective 

according to some standards; it is a behaviour which consists of directly observable actions 

by an employee, and also the mental actions or products such as answers or decisions, which 

result in organisational outcomes in the form of goal attainment. In a bibliometric review of 

175 articles on job performance published in many management and psychology journals 

(2006-15) by Fogaça et al. (2018), it is found that an individual employee’s performance 

should be defined in terms of behaviour (what the individual does in the work situation) 

rather than results (the consequence or results of individual behaviour), and it should include 

only those behaviours that are relevant to organisational goals. Hence this study adopted the 

definition that refers to how well one performs his or her work in terms of quality and 

productivity, close to Campbell’s (1990) definition of the effectiveness or employee’s efforts 

in achieving organisational goals. 

Leadership and Leadership Style 

“There are almost as many definitions of leadership as there are persons who have attempted 

to define the concept” (Stogdill, 1974). That notwithstanding, a few are worth citing here. 

According to Levine and Crom (1994), leadership “is about listening to people, supporting, 

encouraging, and involving them in the decision-making and problem-solving processes. 

Leadership is “a process whereby an individual influences a group of other individuals to 

achieve a common aim” (Akbar, 2013), in a way that makes it more cohesive and coherent” 

(Sharma and Jain, 2013, p. 310). It is a process of facilitating individual, group, and 

organisational efforts to learn, and accomplish shared goals in organisations (Anshu and 
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Arpana, 2012) and in so doing, it calls for authority, responsibility and delegation of power 

(Islam et al., 2013). Other scholars like Nanjundeswaraswamy and Swammy (2014) see 

leadership as a social influence process in which the leader seeks the voluntary participation 

of subordinates. Furthermore, Memon (2014) sees it as the process by which an individual 

influences the thoughts, attitudes and behaviours of followers by taking responsibility for 

setting the direction for the firm, where the followers see and visualize what lies ahead of 

them and figure out how to archive it. It is about building teams and developing their ability 

to make skilful decisions”. It is argued in the literature that every leader exhibits a different 

behaviour – leadership style - in leading his followers. Leadership style is, therefore, “a 

consistent set of behaviours /patterns” a leader exhibits in providing direction, motivating 

people and implementing plans (Molero et al., 2007; Memon, 2014). The literature also 

suggests that leaders should search for the most effective combination of leadership styles to 

exhibit because no one leadership style is best in all situations (Darling and Leffel, 2010). 

Several theories inform leadership behaviour, examples of which are behavioural theories and 

contingency theories. Behavioural theories of leadership state that it is the behaviour of 

leaders that distinguishes them from their followers. The theories focus on the actions of 

leaders, rather than on their mental qualities or internal states, with the belief that great 

leaders are made, not born. Accordingly, people can learn to become leaders through training 

and observation. Behaviour theories examine whether the leader is task oriented, people 

oriented, or both. Contingency theory, on the other hand, is an approach to leadership in 

which leadership effectiveness is determined by the interaction between the leader’s personal 

characteristics and aspects of the situation. It assumes that the relationship between 

leadership style and organisational outcomes is moderated by situational factors related to the 

environment, and therefore the outcomes cannot be predicted by leadership style, unless the 

situational variables are known (Cheng and Chan, 2000). The literature presents different 

leadership styles (summarized in the next subsections), but it points out that there is no single 

leadership style which is best in all situations. The success of a given style, depends upon 

several variables, e.g. the leaders’ preferred style, the capabilities and behaviours of the 

followers, and aspects of the situation. 

Transformational leadership style 

Transformational leadership style is defined as leadership that transforms the value, needs, 

aspirations, followers’ priorities, and motivates the followers to exceed expectations (Bass 

and Avolio, 1994). It creates a conducive climate for the development of innovation and 

creativity. The leader urges the subordinates to create new ideas and solutions for the 

problems they have. Thus, subordinates become highly involved and efficient in problem-

solving processes. It is this individual attention by a transformational leader which enables 

him to build trust and respect, and to motivate subordinates to exceed expectations (Thumrin, 

2012, p.567). 

According to Bass (1985), a transformational leader can raise subordinates’ performance by 

(1) raising their awareness on how important the expected results are; (2) asking individuals 

to prioritize others over oneself; and (3) transforming and widening subordinates’ level of 

needs. Bass further suggests that transformational leadership style goes beyond exchanging 

inducements for desired performance by developing, stimulating, and inspiring followers to 

transcend their own self-interest for the higher collective purpose, mission or vision. House 

and Shamir (1993) suggest that transformational and charismatic (or outstanding) leaders 

influence followers by enhancing their self-efficacy and self-worth. Transformational 

leadership behaviour is therefore characterized by, among others, role modelling, verbal 
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persuasion and physiological arousal (Podsakoff et al., 1990). Bass, therefore, identified four 

dimensions of transformational leadership, namely: (i) Idealized Influence, (ii) Inspirational 

Motivation (iii) Intellectual Stimulation, and (iv). Individualized Consideration. 

Idealized influence (Charisma) is responsible for inducing self-confidence and self-belief to 

others, motivating respect, admiration and loyalty in them, and emphasizing on a strong 

commitment to meeting the mission and vision of the organisation. Inspirational motivation is 

responsible for inspiring, motivating, and developing in followers, high-level standards, 

clarity of ideas and vision, and task performance above norms. Intellectual stimulation is 

responsible for encouraging followers to be innovative and creative by doubting assumptions, 

reforming problems, and shifting from old situations to new methods, results of which may 

include invention and replacements of old processes. Individualized consideration is 

responsible for requiring followers to grow, and for providing a coaching style to meet 

requirements, and for preparing them for higher levels. It may include providing followers 

with new learning opportunities along with a supportive climate. It manifests through leaders’ 

efforts to consider the needs of their followers. It involves coaching, advising and attending 

to the needs of others (Soumia et al., 2013). Butler et al. (1999) summarizes the 

transformational leadership as one that: (i) encourages subordinates to have the vision, 

mission and organisation goals; (ii) motivates them to show maximum performance; (iii) 

stimulates subordinates to act critically and to solve problems in new ways; and (iv) treat 

employees individually. It follows therefore that leaders who practice transformational 

leadership style are likely to induce higher performance among their followers, leading to a 

positive relationship between the style and employee’s performance. 

Transactional leadership 

Transactional leadership is a behaviour in which leader-follower relationships are based on a 

series of exchanges and/or bargains between them.  Bass (1985) theorized that transactional 

leaders appeal to their followers’ self-interest, by attempting to meet their current needs 

through bargaining and exchanging, for both parties to achieve the negotiated performance 

targets. Bass identified two components of transactional leadership, differentiated by the 

activity level of leaders and the nature of the interaction between leaders and followers. 

These are contingent rewards and management by exception leadership behaviours. The 

former represents an active and positive exchange between leaders and followers in which 

followers are rewarded (bonuses, merit increases, etc.) or recognized for accomplishing a set 

of agreed-upon goals. The latter represents actions where leaders focus on mistakes, delay 

decisions or avoid intervening until something goes wrong.  The transactional leadership 

style can also be active or passive (Hater and Bass, 1988) distinguished by the timing of the 

leaders’ intervention (Howell and Avolio, 1993).  In an active transactional leadership style, 

the leader constantly monitors followers’ performance to anticipate mistake (or deviations 

from expectation and standards clearly predefined on the outset) before they become 

problems and takes corrective actions immediately when required.  In a passive transactional 

leadership style, the leader intervenes with criticism and reports only either after mistakes 

have occurred or after deviations from standards/norms/expectations have occurred. Yulk 

(2007) added that a transactional leader can affect performance positively or negatively 

depending on employees’ assessment. If employees assess transactional leader positively, 

positive outcomes will accrue, negative outcomes otherwise. An example is when they 

perceive their transactional leader as one that cannot be trusted because of his or her failure to 

keep promises or to maintain honesty and transparency 
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Authoritative Leadership 

An authoritative (directive, coercive, or “do as I say”) leadership style is a behaviour which 

(i) places followers as compliant subordinates by relying on command and direction, assigned 

goals, and punishments (Liu et al., 2003, p.152); (ii) allows followers a little discretion over 

the job and a rare opportunity to participate in decision-making; (iii) inhibits an 

organisation’s flexibility and dampens employees’ motivation (Goleman, 2000, p.18). It sets 

the agenda, assigns tasks to members and makes unilateral decisions without inputs from 

subordinates (Evans, 2001). This concentration of power may harm employees performance 

because it forces employees to execute strategies and provide services in a narrow way, based 

upon a subjective idea of what success looks like to the leader. It also does so because 

commitment, creativity and innovations are eliminated. These shortcomings notwithstanding, 

Mandiya et al. (2014) point out that authoritative leadership is useful in some leadership 

scenarios that demand the use of authority. Furthermore, Iqbal et al. (2015) identify 

conducive environments for practicing authoritative style to include (i) when new employees 

are unfamiliar and don’t have sufficient knowledge about their jobs; (ii) when employees 

constantly misuse their authority; (iii) when company rules are violated by employees; and 

(iv) when a sole person is responsible for making and implementing a decision. 

Laissez-faire leadership 

Laissez-faire (“hands-off”) leadership style is a behaviour in which the leader provides the 

followers not only with little or no direction but also with as much freedom as possible. The 

leader practices a “no interference policy” by refusing to make decisions/take actions. It 

allows followers a complete freedom to determine goals, make decisions, and resolve 

challenges on their own, and the leader takes no responsibility for his or her lack of 

leadership ability. Bodla and Nawaz (2010) view this leadership style as passive and 

ineffective. It favours a relaxed working atmosphere which in most instances brings down 

morale and reduces the efficiency of followers (Raus and Haita, 2011). Consequently, the 

leader evaluates and criticizes very little (less threatening), avoids making decisions, and 

delays responding to urgent issues (Avolio and Bass, 2004). 

Empirical Studies Analysis 

Studies on the link between transformational leadership style and employee performance can 

be grouped into three major groups: (i) those that investigated the effect of the 

transformational leadership style and its four dimensions on employees’ performance; (ii) 

those that evaluated the relative importance of transformational and transactional leadership 

styles in affecting employees’ performance; and (iii) those that compared performance of 

employees who had been exposed to training on transformational leadership style against 

those who had not.  In the first group, Kheirandish (2014) investigated the relationship 

between transformational leadership style as well as its four dimensions, and performance 

improvements of 148 educators from boys’ secondary schools in Iran. Using the standard 24-

item scale of transformational leadership style and performance charts to measure 

transformational leadership style and performance improvements respectively, bivariate 

correlations revealed a significant positive correlation between both the overall 

transformational leadership style, and each of its dimensions, and performance 

improvements. Thamrin (2012) reported transformational leadership style having a 

significant positive influence on the performance of a sample of 105 permanent employees of 

a shipping company in Jakarta, Indonesia. Furthermore, a significant positive linear 

relationship is reported between transformational leadership style and employees’ 

performance by Raja and Palamichamy (2015) on a sample of 199 employees of both public 
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and the private sector in India. A more recent study on librarians from universities in Nigeria 

by Ugwu (2018) found that transformational leadership significantly positively affected their 

job performance and so were the components of idealized influence, inspirational motivation, 

and idealized consideration. The effect of intellectual stimulation was positive but 

insignificant. See also Basri et al. (2017).  

 

Studies reporting relative importance of transformational leadership and transactional 

leadership styles in explaining the variance in employees’ performance include Bass (1985), 

Hater and Bass (1985), Howell and Avolio (1993), Meyer and Botha (2000), Rasool et al. 

(2015), Hayward et al. (2003), Tsigu and Rao (2015), Kalsoom et al. (2018), and Sharma and 

Nair (2018).  Hayward et al. (2003) using a sample of employees of a South African 

pharmaceutical company reports a significant positive linear relationship between 

transformational leadership style and employee performance, and a negative but insignificant 

relationship between transactional leadership style and employee performance, where 

transformational leadership style was more effective than the transactional leadership style.  

Meyer and Botha (2000) found that transformational leadership style was relatively more 

strongly related to higher employee satisfaction and individual performance than the 

transactional leadership style. Rasool et al. (2015) found that the impact of transformational 

leadership style on the performance of health sector employees in Pakistan was higher than 

that of transactional leadership style. Tsigu and Rao (2015) found that transformational 

leadership style explained more of the variation in the performance of employees in the 

Ethiopian banking industry than did the transactional leadership style. From a sample of 

FMCG employees in Pakistan, Kalsoom et al. (2018) reported a positive and significant 

relationship between both transformational and transactional leadership styles with employee 

performance but transactional leadership style was stronger. Furthermore, Sharma and Nair 

(2018) reported transactional leadership, rather than transformational leadership style, having 

a positive and significant relationship with workforce performance. Comparing the 

performance of employees based on training in transformational leadership, Barling et al. 

(1996) found evidence showing that managers who attended the training recorded higher unit 

performance than those who did not. 

 

While there seems to be a consensus in the evidence on the effects of transformational 

leadership style, mixed evidence exists on the link between transactional leadership style and 

employee performance. A study by Podsakoff et al. (1984), showed a significant positive 

relationship between contingent reward behaviour and all five facets of employee 

satisfaction. Furthermore, Podsakoff et al. (2006) and Pradeep and Prabhu (2011) reported 

evidence showing a significant positive relationship between contingent rewards and 

employees’ performance. Subsequent studies, for example, Aboshaiqah et al. (2014), reported 

a significant positive correlation between transactional leadership style and outcomes of 

effectiveness, extra efforts and satisfaction, while Rasool et al. (2015) show evidence of a 

significant positive linear relationship between the transactional leadership style and 

employee performance. See also Basri (2017). Conversely, evidence of an insignificant 

relationship between transactional leadership and employees’ performance was reported in 

Hayward et al. (2003) from a South African pharmaceutical company and in Shahhosseini et 

al. (2013) from a sample of public and private bank employees in Iran. See also Asrar-ul-Hag 

and Kuchenke (2016). Quintana et al. (2015) reported separate results for the components of 

transactional leadership style.  While contingent reward was positive and significantly related 

to employee performance (satisfaction, extra effort and effectiveness), management by 

exception was negative and significantly related to satisfaction but insignificant for extra 

efforts and effectiveness. 
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The relationship between authoritative leadership style and employees’ performance has also 

been investigated. For example, Nuhu (2010) and Gimuguni et al., 2014 both from Uganda, 

indicate that the authoritative leadership style is significantly positively related to the 

performance of the employees of Kampala City and Mbale District Councils, respectively.  

Contradictory evidence is also reported on the relationship between laissez-faire leadership 

style and employee performance. Aboshaiqah et al. (2014) reported a significant negative 

relationship between laissez-faire leadership style and outcome factors of effectiveness, extra 

efforts and satisfaction for a sample of staff nurses. Similar results are found in Asrar-ul-Hag 

et al. (2016) showing a negative and significant relationship with satisfaction and 

effectiveness. A negative but insignificant relationship is also reported in Quintana et al. 

(2015) for satisfaction, extra effort and effectiveness. Conversely, Nuhu (2010) and 

Gimuguni et al. (2014) found a positive relationship between laissez-faire leadership style 

and performance of employees of Kampala City and Mbale District Councils in Uganda.  

A new body of literature is emerging now linking leadership styles to employees’ 

performance.  In this literature, performance is measured in terms of employees’ creativity 

(Mohamed, 2016) and innovation (Zhu and Wang, 2018). Evidence so far shows that 

transactional leadership style is positive and significantly related to employees’ creativity 

(Mohamed, 2016) and to employees’ innovation (Mohamed, 2016; Zhu and Wang, 2018). 

Conceptual framework and hypotheses 

From the literature review, transformational leadership consistently has a positive effect. 

However, evidence on the other three leadership styles is far from being consistent. Thus, the 

proposed conceptual framework with the hypothesis of the study is shown in Figure 1. 
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Figure 1Conceptual framework 

 

H1. The transformational leadership style positively affects employees’ performance 

H2. The transactional leadership style positively affects employees’ performance 

H3. The effect of transformational leadership style on employees’ performance is 

relatively higher than that of transactional leadership style 

H4. The Authoritative leadership style positively affects employees’ performance 
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H5. The laissez-faire leadership style does not affect employee performance. 

 

Methodology 

Study designs 

This was a quantitative descriptive cross-sectional survey based on a survey population of 

600 employees in the bank’s operating regions of Nairobi 1, Nairobi 2, Western, Mt. Kenya 

and Coast. These regions were chosen due to their proximity to the researchers and also 

because a larger focus had been laid by the bank on these regions in terms of branches, 

employees and client base. Three hundred (300) permanent employees were randomly 

selected from employees in the study regions, who had worked for the bank for at least two 

years, to form the study’s sample. Included in the sample were 25 branch managers and 275 

employees who were tellers, banking officers, retail officers, back office staff, credit officer, 

relationship officers, team leaders, and supervisors. Their names and telephone extension 

numbers were obtained from the Human Resource Management Department.  These were 

then targeted with questionnaires, 80 of which were returned and found to be usable, a 

response rate of 26.7 percent. Although Cummings et al. (2001) suggest the absence of a gold 

standard for an acceptable response rate, Carley-Baxter et al. (2013) cited in Mellahi and 

Harris (2015) suggests 16 – 91 as some practical rates by many editors in deciding on 

whether to publish a manuscript. Mellahi and Harris (2015, p.9) suggest 35-55 percent for 

marketing and general management researches. The present study’s response rate is within 

the suggested ranges. 

 

Table 1. Sample description 

 Freq. %age Mean S.D. 

Respondents’ Age     

Less than 25 years 9 11.25   

25-30 40 50.00   

31-35 15 18.75   

35-40 10 12.50   

41+ years 6 7.50   

Gender     

Male 46 57.50   

Female 34 42.50   

Education level     

Certificate/diplomas 7 8.75   

Higher diploma 11 13.75   

Bachelor 51 63.75   

Master 11 13.75   

Working experience     

Experience – current position   2.62 2.043 

Experience - the bank   4.03 4.471 

Experience - banking industry   5.46 5.144 

 

Half of the respondents were in the age 25 to 30 years. Youth (≤ 35 years) constituted 79.2 

percent of the sample.  There were slightly more male (57.3 percent) than female (42.5 

percent) respondents. Employees with bachelor’s degree or higher constituted more than 

three-quarters of the sample (77.6 percent). The average experience was 2.62 years on the 

current position, 4.03 years at the bank, and 5.46 years in the banking industry (Table 1). 
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Measurement instrument 

Leadership styles were assessed by the Multi-Factor Leadership Questionnaire (MLQ) 

(Avolio and Bass, 1995), adapted through contextual modification. Its 30 items were grouped 

into four leadership styles; namely, transformational leadership style (12 items, α = .92); 

transactional leadership style (6 items, α = .80); authoritative leadership style (6 items, α = 

.83); and laissez-faire leadership style (6 items, α = .88). The 12-items in the transformational 

leadership style scale were subdivided into four dimensions of idealized influence (II), e.g. “I 

am proud to be associated with my supervisor” (α = .91); inspirational motivation (IM), e.g. 

“My supervisor expresses in a few simple words what we could and should do” (α = .81); 

intellectual stimulation (IS); “My supervisor enables others to think about old problems in 

new ways.” (α = .76); and individual consideration (IC), “My supervisor gives personal 

attention to others who seem rejected.” (α = .82); each with three items.  

 

The six items of the transactional leadership scale were grouped into two subscales - 

Contingent rewards (CR), e.g. “My supervisor provides recognition/rewards when others 

reach their goals.” (α = .79); and management by exception (MBE), e.g. “As long as things 

are working, my supervisor does not try to change anything.” (α = .79). Sample items for the 

authoritative and laissez-faire leadership styles were respectively, “My supervisor is the chief 

judge of the achievements of employees” and “In complex situations my supervisor allows me 

to work my problems out on my own way”. Respondents rated themselves on a five-point 

scale ranging from 1 = strongly disagree to 5 = strongly agree to indicate their level of 

agreement with the items of the scales, each of which captured their perception of the 

leadership style practised by their immediate supervisors.  

 

Two-items were borrowed from Yousef (2000) to assess employees’ performance (α = .80). 

The items were “how do you rate the quality of your performance?” and “how do you rate 

your productivity on the job”. Respondents rated themselves on a five-point scale ranging 

from 1 =very low to 5 = very high to indicate their performance in terms of quality and 

productivity. The Cronbach’s alphas (α) from the scale tests for reliability analysis were 

higher than the conventional cut-off point (α = .7), for all scales and subscales (Table 3), 

indicating acceptable range of internal consistency, and suggesting that each scale or subscale 

reliably measured what they were designed to measure (Field, 2013; Pallant, 2013).  

 

Analysis 

The scores on the items under each scale and subscale were averaged into mean scores for 

each respondent. Descriptive and inferential statistical techniques were used for data analysis. 

In inferential statistics, Pearson’s correlation and multiple regression analysis techniques 

were used to assess both the relationships and effects. The model tested was: 

 

Where EP =employees’ performance, TFS = transformational leadership style, TSS = 

transactional leadership style, AS = authoritative leadership style and LFS = laissez-faire 

leadership style.  was the regression intercept (constant) and  were the regression 

coefficients. 
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Table 2. Correlation matrix for leadership style and employee performance 

   Leadership style 1 1(a) 1(b) 1(c) 1(d) 2 2(a) 2(b) 3 4 5 

1 Transformational Leadership 1                     

 1(a) Idealized Influence .820** 1                   

 1(b) Inspirational Motivation .885** .655** 1                 

 1(c) Intellectual Stimulation .870** .618** .739** 1               

 1(d) Individualized Consideration .753** .414** .561** .553** 1             

2 Transactional Leadership .594** .460** .425** .478** .616** 1           

 2(a) Contingent Reward .500** .367** .347** .394** .558** .844** 1         

 2(b) Management by Exception .496** .402** .364** .405** .475** .841** .415** 1       

3 Authoritative Leadership -.214 -.324** -.172 -.199 .002 -.235* -.142 -.251* 1     

4 Laissez-faire Leadership -.112 -.107 -.114 -.038 -.108 -.268* -.263* -.179 .307** 1   

5 Employee Performance .427** .501** .373** .261* .266* .031 -.061 .102 -.117 .046 1 

 

**.  p < 0.01 level (2-tailed). 

 

*.   p <0.05 level (2-tailed). 
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Regression assumptions 

Correlation matrix (Table 2) indicated no bivariate correlation coefficients in the pairs of the 

predictors higher than .8. Hence the assumption of no multicollinearity in the independent 

variables was not violated. These results were confirmed by the variance inflation factor 

(VIF) statistics all of which were below 10 (Tables 4 and 5). Bivariate correlations were 

significant for some pairs of the dependent and independent variables, indicating support for 

the linearity assumption. Inspection of the normal probability plot (P-P) of the multiple 

regression’s standardized residuals and the scatter plot, requested as part of the multiple 

regression analysis, showed that the points plotted reasonably on the straight diagonal line 

from bottom left to top right, suggesting no major deviations from the normality assumption. 

The standardized residuals on the scatter plot were roughly rectangularly distributed, with 

most of the scores concentrated in the centre (around point 0). Cook’s distance statistics was 

below 1.0. (Tabachnick and Fidell, 2013, p.75). The same revealed all cases having 

standardized residuals within standard deviations, implying the absence of outliers 

(Tabachnick and Fidell, 2013, p.125).  Breusch-Pagan (BP) and Koenker test statistics were 

respectively χ2 = 7.328 (p = .120) and χ2 = 9.156 (p = .057), indicating support for the 

assumption that the standardized regression residuals were homoscedastic (Hayes and Cai, 

2007). 

 

Results 

Descriptive statistics 

Descriptive statistics for the four main types of leadership style and employee performance 

(Table 3) show that transformational leadership style had the highest mean followed by the 

transactional leadership style. Authoritarian leadership style had the lowest mean score. 

Idealized influence had a higher mean score compared to the rest of the components of 

transformational leadership. The mean score for management by exception was higher than 

that of contingent reward. Employees’ performance had a mean score of 4.33. 

Table 3. Descriptive and reliability statistics 

Scale N(items) Mean S.D. α 

Transformational Leadership 12 3.92 0.71 0.92 

Idealized Influence 3 4.11 0.94 0.91 

Inspirational Motivation 3 3.97 0.83 0.81 

Intellectual Stimulation 3 3.85 0.83 0.76 

Individualized Consideration 3 3.75 0.84 0.82 

Transactional Leadership 6 3.74 0.75 0.80 

Contingent Reward 3 3.63 0.90 0.79 

Management by Exception 3 3.84 0.89 0.79 

Authoritative Leadership 6 2.95 0.91 0.83 

Laissez-faire Leadership 6 3.66 0.94 0.88 

Employees’ Performance  2 4.33 0.61 0.80 

 

These results show that transformational leadership style was the style that was practised 

most by leaders at the studied bank and that authoritative leadership style was less exhibited. 

The results also show that the idealized influence dimension of the transformational 

leadership style was the most exhibited style. 
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Multiple regression results 

Results in Table 4 indicate that the four leadership styles jointly accounted for 26.5 percent of 

the variations in the scores of employees’ performance. The model with the four leadership 

styles as independent variables was significant, i.e. it had power to predict the dependent 

variable (employees’ performance), F(4, 74) = 6.659, ρ< .001. 

Table 4: Regression results 

 

b S.E. (b) β t ρ VIF 

Constant 3.34 0.53 – 6.36 < .001 – 

Transformational 

Leadership 0.53 0.11 0.62 4.95 < .001 1.57 

Transactional Leadership -0.28 0.10 -0.34 -2.67 .009 1.66 

Authoritative leadership -0.05 0.07 -0.08 -0.75 .457 1.15 

Laissez-faire Leadership 0.03 0.07 0.05 0.45 .656 1.17 

R2 = 26.5%, F(4,74) = 6.659 (p < .001), Max. Cook's Distance = 0.129 

 

Transformational leadership style significantly affected employees’ performance positively 

while the reverse was the case for transactional leadership style.  Between the two, 

Transformational leadership had a higher impact (β = .495) on employees’ performance than 

transactional leadership style (β = -.2.67). Authoritative and laissez-faire leadership styles 

had insignificantly negative and positive effect respectively on employees’ performance. 

Disaggregated results of the transformational leadership style (Table 5) indicate that the 

idealized influence was the only dimension with a significant effect on employees’ 

performance (b = .32, t = 3.63, ρ= .001). Inspirational motivation and individualized 

consideration had an insignificant positive effect while intellectual stimulation had an 

insignificant negative effect on employees’ performance. 

 

Table 5: Transformational leadership 

 

b S.E. (b) β t ρ VIF 

Constant 2.92 .34 – 8.73 <.001 – 

Idealized Influence .32 .09 .49 3.63 .001 1.88 

Inspirational Motivation .11 .12 .15 .93 .357 2.73 

Intellectual Stimulation -.15 .11 -.21 -1.31 .193 2.51 

Individualized consideration .07 .09 .09 .75 .454 1.56 

R2 = 27.3%, F(4,75) = 7.031 (p < .001), Max. Cook's Distance = 0.298 

 

Discussion 

The objective of the present study was to assess the effect of different leadership styles on 

employees’ performance. Specifically, it focused on identifying the style most exhibited by 

supervisors at the bank, and the effects of transformational, transactional, authoritative, and 

laisses-faire leadership styles on employees’ performance.  It also aimed at assessing the 

relative contribution of transformational and transactional leadership styles in explaining the 

variation in employees’ performance. The results indicate that transformational leadership 

style, specifically the idealized influence, was the most exhibited style at the bank. This is a 

healthy situation given its relative ability to direct followers’ efforts towards the attainment of 
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the organisational goals, relative to the other leadership styles. Consistent with previous 

findings, e.g. Thamrin (2002) and Kheirandish (2014), transformational leadership had a 

positive and significant effect on employee’s performance.  Unlike Kheirandish (2014) and 

Ugwu (2018), only the idealized influence dimension had a significant positive effect on 

employees’ performance. The present results in which transformational leadership 

contributed significantly more than the transactional leadership style in explaining the 

variation in employees’ performance, are consistent with those reported previously in Bass 

(1985), Hater and Bass (1985), Howell ana d Avolio (1993), Meyer and Botha (2000), 

Hayward et al. (2003), and Rasool et al. (2015). These two sets of results offer support to 

hypotheses one and three of this study. If supervisors exhibit more transformational 

leadership, the employees will have higher employee performance. The present study found 

that transactional leadership style significantly negatively affected employees’ performance.  

The results are inconsistent with those that were reported in Rasool et al. (2015). The third 

hypothesis of a significant positive effect of transactional leadership style on employees’ 

performance was not supported.  

 

Authoritative leadership was found to have a negative but insignificant effect on employees’ 

performance.  This suggests that the study’s fourth hypothesis that “the authoritative 

leadership style positively affects employee performance” could not be supported. 

Furthermore, the study findings are inconsistent with those reported earlier in studies by 

Gimuguni, et al. (2014) and in Nuhu (2010) both of which reported a positive relationship 

between authoritative leadership styles and employees’ performance. Thus, the results imply 

that followers would be willing to do more if they are involved in setting targets and in 

agreeing to the ways to achieve them as opposed to being taken as recipients of one-sided 

decisions and commands as if they were machines. Lastly, the study found that laissez-faire 

leadership styles had an insignificantly positive effect on employees’ performance. These 

results lend support to the study’s fifth hypothesis which stated that “the laissez-faire 

leadership style does not affect employees’ performance. The results contradict previous 

results by, for example, Gimuguni et al. (2014), in which a positive relationship between 

laissez-faire leadership style and employee performance was reported.  

 

The study findings contribute to the expansion of knowledge in the organisational psychology 

field on how leadership styles can be used to achieve employees’ performance. They added to 

the efforts to reduce the dearth of empirical evidence in the region (a frontier market) and in 

the banking sector. They also contributed answers to the question posed in Yousef (2000) 

which queried whether Western business practices and management theories are appropriate 

for non-Western settings. Indeed, the evidence presented in this study shows that they do. 

This may also be because of the interconnectedness of the world in terms of culture and 

education, and also the market linkages, which equalize the basic approaches to managing 

organisations irrespective of their contextual differences. 

 

Conclusion 

From the study findings, it can be concluded that supervisors who are driven by the desire to 

achieve better performance from their subordinates should try and exhibit more of 

transformation leadership style and less of the rest. The results suggest that subordinates 

would value the push for self-confidence and recognition of their self-worth offered by the 

transformational leadership and put up a good performance in exchange. Thus, it can further 

be judged that the results of this study also lend support to the social exchange theory of 

Homans (1958). Information from this study could be used to help managers/supervisors 
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develop strategies to meet organisational needs through leadership behaviour development. 

Transformational leadership behaviour would lead to higher employees’ performance. The 

supervisors should have subordinates’ own visions and development plans for followers, 

working in groups and champion teamwork spirit. The supervisors should have a sense of 

innovation and encourage followers to seek more opportunities and possibilities, not just to 

achieve performance within expectations. Supervisors should understand the values of the 

followers and try to build their departmental/unit’s business strategies, plans, processes and 

practices that will likely improve the wellbeing of staff. Respect for individual character and 

ideas is also very key in building a positive relationship between leaders and employees. 

Leaders should carefully consider the use of reward in exchange for performance and avoid 

leaving threatening situations until something goes wrong, as these behaviours have been 

shown to lower employees’ performance at this bank. 

 

The study sample was limited to employees of one commercial bank out of the many such 

banks operating in Kenya. This threatens the generalizability of the findings not only to the 

banking sector but also to other companies in the financial industry. Employees’ personalities 

and preferences on supervisor's leadership could affect people's perceptions of leadership 

styles and their relationships with supervisors. Thus, in future research, a sample more 

representative of the commercial bank sector is warranted as well as the need to control for 

people’s personalities and preferences for a leadership style. Other key variables could also 

be brought in to the analysis.  For example (i) how diverse organisational cultures influence 

the relationships between leadership styles and employees’ performance; and (ii) how the 

perceptions of leadership would affect employees’ level of commitment to the organisation. 

Moreover, it is important to note that the recent trends in the literature in which employee 

performance is measured in different dimensions such as satisfaction, extra effort, 

effectiveness, creativity and innovation is yet to be explored in Kenya and East Africa. These 

new measures are useful in assessing employee’s performance in the region given the 

extreme needs for effectiveness, creativity and innovation in business processes. 
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Abstract: The paper brings into focus the power struggle existing between the board of directors 

and chief executives during a time of strategic change. Based on a thematic review of the 

literature, dilemmas surrounding the ability of boards to direct change are discussed. The 

discussion is brought-forth amid current calls for boards, in both private and public 

corporations, to be more involved shaping strategy and taking accountability for the same. 
 

It is argued here that board's ability to direct strategic change, works against potential 

inhibiting CEOs [and senior management teams], characterized with an inherent preference for 

status quo and external sources of powers beyond the board. No single panacea to board 

effectiveness is given. However, results from this review indicate that board capital, board 

process, ethical tone and level of board accountability are among the antecedents observed in 

powerful boards across the globe.  

Keywords: Governance, change, board, management 

 

Introduction 

Governance and management are interrelated concepts and often discussed under the same 

umbrella (Ofiso, 2015). This overlap is due to the fact that both of them are associated with 

getting things done, hence causing a very narrow line of differences between the two. However, 

it is generally agreed that governance is more about policy and decision-making and 

management is on the implementation part of it (Ofiso, 2015; Tihanyi et al, 2014; Bader, 2008).  

This paper attempts to discuss the two, but with a more focus on how they come into conflict 

during the time of change. The discussion is narrowed to the corporate level, where the roles of 

the board (as charged with governance) come into conflict or harmony with those of the CEO/ 

management of the firm when initiating, influencing and directing a strategic change at the firm 

level.  
 

In the remaining parts of the paper, the methods used in writing the paper are described. Later 

the concept of change is narrated.  This is followed by an in-depth discussion on the link and 
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possible overlaps between governance and management, and factors that determine board ability 

to influence change. The possible conflict between the board and CEO are brought into attention. 

The paper ends with a number of policy and practical recommendation. 

 

Methods 

A review of scholarly and policy literature was conducted. The review was centered in areas of 

[corporate] governance, organizational change, and strategic management.  Most of the reviewed 

literature was obtained from a digital library of academic journals, books, and primary sources 

namely: JSTOR (i.e. Journal Storage at www.jstor.org ).   

Unlike a systematic literature review, this review did not pay strict attention in controlling 

possible issues of the author's biases (cf. Mwasalwiba, 2010; Fung, V et al, 2010).  Literature 

were selected for inclusion in the review mainly based on their relevance to the theme (or sub-

theme) under review. The structure of argument, discussions and resulting conclusions were also 

arranged to follow the key themes that guided the literature search.  

 

Change and the Changing Corporate Environment   

The shift in organizational change debate  

Trending scholarly debates on organizational change have themselves changed. They tend to be 

less on speed of change and more towards the different coping strategies that firms employ to 

stay viable and or maintain their competitive advantages.  

Specifically, questions are now being asked on the ability of existing governance structures and 

management strategies in navigating their firms in what seems to be more turbulent waters of 

regulatory complications, ethical dilemmas, technological changes, and increasing local and 

global competition, just to mention a few. Of special interest, at least in this article, are the roles 

and conflicting interactions of governing boards and firm’s management in initiating and 

implementing strategic changes. The concept of change is here used to mean how firms modify 

their business domain, strategies, structures and/ or internal processes as a result of changes of 

some internal or external forces (Weitzner and Peridis, 2012; Goodstein and Boeker, 1991; Gioia 

and Cittipeddi, 1991).  

Sources of change  

It has long been argued that change is inevitable, and the firms’ ability to adapt to changes may 

as well determine not only the firm's performance but also its survival. In recent decades, 

businesses have seen increasing emphasis on adoption to changes as a critical driver of 

organizational success. Millstein (1997) observed that organizations, both private and state-

owned, have become chameleon-type legal beings. They frequently change so as to adapt to the 

environments in which they are embedded (Millstein, 1997). The ability to change strategies is 

not only for fashion but also for a survival necessity. 
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Change is linked to development (Roche, 1994). Whether episodic or continuous, it is about 

moving to a future state. According to Schmitt’s (1978) changes [or and states of affairs] are 

entities which occur to [or belong to] other entities on which they depend for their existence. In 

this case, a change of the said entities causes a change in the state of affairs in which 

organizations are embedded, both at the micro and macro level. It is indeed argued that 

organizations change due to changes in the trading environment, poor performance conditions, 

and in times of crisis.  

Moreover, a shift in the political/ or regulatory environment, changes in technology, or even 

concerns on the firm’s performance are some examples of what may motivate, if not to force, 

firms to initiate strategic changes (Weitzner and Peridis, 2012; Goodstein and Boeker, 1991). 

Successful firms are those which have taken advantage of important opportunities and or 

managed to cope with consequential environmental threats. To remain competitive, members in 

the organisation governance have, from time to time, to alter their way of thinking and to either 

influence or support continuous and transformational changes to internal values and meanings, 

service or product domain, strategies, structures and internal processes (Cohen, 1999; Gioia and 

Cittipeddi, 1991; Goodstein and Boeker, 1991). 

 

Governance vs. Management   

Defining governance  
The OECD (2015) has defined [corporate] governance as a set of relationships between an 

organization’s management; its board, its shareholders and other stakeholders. It also provides 

the structure through which the objectives of the organizations are defined, the means to reach 

those objectives and how performance is determined. In its simplest form, corporate governance 

is the system by which companies are directed and controlled. And boards of directors are 

responsible for the governance of their companies (Tihanyi et al, 2014). In a wider concept, 

governance is sometimes thematically separated in terms of “government governance” and 

“corporate governance” (Ofiso, 2015; Spanhove and Verhoest, 2007). Despite this separation, 

the essence of governance is that it is designed to work for the benefit of all the stakeholders.  

Board and management relationship 

The most interesting part in the OECD (2015) definition of corporate governance is “a set of 

relationships”, especially the relationship between the board and management. This signifies a 

structure that time provides a separation of roles and responsibilities between the two. As Bader 

(2008) indicates, a thin line exists between governance and management. The board makes 

policy and strategy and management carries it out. From Bader’s description, the board is more 

involved with the “what” than the “how” aspects of running the firm. This is also denoted as 

“doing the right things” as being the role of the governing body, vs. “doing things rights” as 

management’s role.  

The Board provides leadership and strategy and with more focus on the ‘big picture’ by planning 

the framework for work and ensuring it is done. The management, on the other hand, is 

responsible for organizing the work and operations. In some literature, however, the board is 

altogether considered to have a governing role (Tihanyi, et al, 2014), where corporate 
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governance is equal to what the board does to set the values of the company. This is distinct from 

the operational management of the company by fulltime executives. 

Governance and management possible overlaps  

In practice, however, especially in African public sector, there is almost blurred line between 

governance and management. In most cases, conflicts emerge on what the board does vs. 

management (Ofiso, 2015, Bader, 2008). Boards tend to stray from policy and oversight roles 

towards more operational issues. There are a number of factors that lead boards to stray into 

operational issues, including limited knowledge among board members and therefore they tend 

to pursue what is most familiar to them, or when the board loses faith in the CEO (Mitchell, 

2010). Also, there could be a lack of clarity on roles and responsibilities of board vs. 

management. However, especially in the public sector, the board may step to intervene in 

operations due to what Ofiso (2015) terms as the inherent inseparable bonds that exist between 

elected and appointed officials, and civil servants. He, Ofiso, argues that they all network, 

collaborate, and brainstorm in doing the public business.  

The close link between governance and management (or board – CEO/management 

relationships) have the potential to cause lack of balance within the firm, especially in times of 

crisis or when responding to major changes in operating environments.  

 

Strategic Change and Role of the Board 

As previously discussed, the board is responsible for governance (Millstein, 1997), hence the 

name governing board. Boards are primarily responsible for providing oversight, advice, and 

counsel to CEOs/ management, and monitoring and if necessary disciplining CEOs/ 

management. However, of recent, stakeholders have shown concerns on the ability or inability of 

boards to influence strategic changes. 

Increased calls for boards to influence strategy 

Increasing demand from all stakeholders for greater accountability in corporate decision making 

has forced boards to seek closer involvement in the strategic decision-making process. Scholars 

and policy-makers alike are now searching beyond the "usual suspects" on boards' inability to 

influence strategy (Finkelstein and Mooney, 2003; Golden and Zajac, 2001). In a study by 

Finkelstein and Mooney (2003), it was found out that factors like board size, the ratio of between 

outside vs. insider directors, and CEO dual roles did not have any effect on the board 

effectiveness or performance of the firm. These factors were once thought to be key for assuring 

boards' independence and effectiveness but trends increasingly indicate that they are not a 

panacea. In actual fact, it is established that even collapsed firms like WorldCom and Enron had 

given appropriate attention to these requirements.  

Ineffectiveness of boards has led boards to be accused of “rubber stamping” or working as “tools 

of CEO and top management” to justify their decisions. (cf. Golden and Zajac, 2001). In the 

wake of massive corporate accidents in the late 1990s and the recent financial crisis, stakeholders 

are now pressuring boards to challenge CEO/ managements’ strategic leadership (Judge and 

Zeithaml, 1992).  



The Pan-African Journal of Business Management, Volume 2, Issue 2, 2018 

   

41 

 

Factors for board ability to influence strategy  

Finkelstein and Mooney (2003) argues that what makes boards work better rests in areas that are 

largely ignored by both researchers and corporate regulators: board capital, board process and 

accountability (cf. Weitzner and Peridis, 2012; Haynes and Hillman, 2010; Golden and Zajac, 

2001; Goodstein et al, 1994).  

Board capital 

The term board capital is well discussed in Haynes and Hillman (2010). Board capital combines 

two items namely: human and social capital. Human capital is associated with the directors’ 

knowledge and expertise or skills that will be used as a contribution to the firm. Social capital is 

paying regard to how the director is connected to the industry, including his peers and his/her 

networks within the environment in which the firm operates. According to this school of thought, 

the effectiveness of the boards to influence strategy is significantly determined by the depth and 

breadth of its human and social capital. This is considered for individual directors and the board 

as a whole. Issues of board diversity are also considered here (Haynes and Hillman, 2010; 

Erakovic and Goel, 2008; Goodstein et al, 1994).  

In this line of argument, appointing authorities are challenged to look beyond the “usual” 

requirements. It is increasingly proven that the overall quality and effectiveness of the board is 

not determined by how balanced are factors that assure the board’s independence and 

representativeness (Goodstein et al, 1994). As a matter of fact, balancing these factors has 

proven even harder, especially for State-owned Enterprises (SOEs). In some places, directors 

might be given a place at the SOE board by virtue of their political connections, and technical 

know-who rather than for their professional skills and industry expertise (Armstrong, 2015; 

Carrigan, 2014). 

Board process 

Board process looks at what and how the board does to exert influence and govern. According to 

Golden and Zajac (2001), the degree of board involvement in monitoring and evaluating the 

CEO is positively associated with the board’s ability to influence strategic change.  

Boards can either be passive/ dormant or active in their involvement with the firm (Weitzner and 

Peridis, 2012; Adams et al, 2010; Erakovic and Goel, 2008; Finkelstein and Mooney, 2003). 

Passive board 

Passive board’s primary task is limited to monitoring the activities of senior management and 

advising management when their counsel is sought. This is, unfortunately, the dominant feature 

of most boards. This is because, traditionally, it has been perceived that to be asked to become a 

board member is more an honor than a responsibility. In turn, such members of the board 

become less active during board meetings. Moreover, many outside directors usually believe that 

it is not their role to challenge management beyond asking a few questions at board 

meetings. This has also continued to make external board members to be passive participants. 

On the CEO/ management side, Firstenberg (2008) observes that boards may become passive or 

ineffective due to the fact that managements may not be doing an adequate job of delivering vital 

information on changes to their internal financial controls. And apparently, board members are 

not demanding the type of information needed to help boards avoid disaster. External members 

may have not learned the business of the organization and thus continue to be generally passive 
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recipients of often bland reports by management, uncritically accepting the organization’s 

financial status, rarely striking at the heart of a presentation or asking probing questions or 

insisting a new direction be examined. There is little realistic evaluation of the organization’s 

strengths and weaknesses or challenge to the status quo. Too frequently, routine prevails and 

board meetings are conducted in a state of non-contentious fellowship and board taking a 

‘business as usual’ stance.” 

A report on the collapse of WorldCom by Beresford et al (2003) associates the passiveness of its 

board as a major factor. It was reported that the company's board did little to monitor or 

influence what was going on at the company. The board and its committees did not function in a 

way that made it likely that they would notice red flags. The outside directors had little or no 

involvement in the company’s business other than through attendance at board meetings.  

A passive board is usually treated by the CEO/ and top management merely as a source of 

legitimacy (similar to auditors and monitors). The only time that the board may seek to influence 

profound organizational change is when organizational performance is put in question or when a 

crisis has occurred (Alexander, et al. 2006), or strong external pressure is pushing the board to do 

something (Judge and Zeithaml, 1992).  

The working approach for dormant boards is ex-post, or re-active and after event. The board is 

usually unable to reach an informed and independent decision because their main basis of 

board’s decision is information and reports prepared by the top management. Such information, 

especially in times of crisis, is likely to be skewed towards the CEO’s or top management 

strategic preferences.  

Proactive board 

Proactive boards, on the other hand, have more “strategic control” of the firm. Their approach is 

characterized by the directors’ active role in accumulating, investigating and exchanging 

information from internal and external sources relating to both the industry and the firm. A 

proactive board is informed and want to be engaged, both to fulfill their legal obligations and to 

leverage their time and talent to advice the CEO and top management (Erakovic and Goel, 2008; 

Bader, 2008). 

However, the active boards are largely dependent on board power and depth and quality of 

information they possess. This is however affected by the power of the CEO/ top management. 

Board power, according to Finkelstein (1992), means the capacity of an individual board 

member (or whole board) to exert their will.  

From this argument, it is obvious that unless the board is well informed and powerful in itself, it 

will not be able to influence strategy. This is more challenging, especially when the board is 

working with a powerful or dominant CEO/ top management. Powerful CEOs, as it will be 

discussed later, have tendencies to discourage any attempts by the board to change the status quo 

(Finkestein and Mooney, 2003; Golden and Zajac, 2001).  

Board’s ethical considerations  

In the wake of corporate accidents in the late 90’s and the recent financial crisis, active boards 

have focused their attention on ethical considerations of CEO/ top management strategic 

decisions for change or adoption of new innovations.   



The Pan-African Journal of Business Management, Volume 2, Issue 2, 2018 

   

43 

 

The consideration of ethical issues comes due to the fact that when strategic changes are 

proposed, especially by the CEO/ firm’s management, the focus becomes more on the potential 

returns than the associated risks and the potential ethical dilemmas. Weitzner and Peridis (2011) 

observe that, when managers seek to implement innovations, they are unlikely to take into 

account the full allay of social and ethical risks in their strategic calculations. It is here where 

major risks are usually taken, including putting the firm in situations that compromise ethical and 

regulatory requirements (Millstein, 1998). A failure in oversight at board level, especially on the 

board’s limited assessment of ethical issues, usually leads to a major corporate crisis affecting 

the firm management, stakeholders, and the individual board members.  

Board accountability  

Accountability is another crucial aspect of well-performing boards. Frances et al (2013) consider 

accountability of board in terms of reporting of their activities and performance. This also goes 

as far as being penalized for the failure of governance and, for directing strategic decisions and 

changes that have proved detrimental.  

Unfortunately, accountability at board level has not gained much attention, even when the 

organisations go off the rails due to poor governance. Trower and Eckel (2016) point out that 

board needs to behave in ways that make sure that they are doing their collective best to move 

the firm or state system forward. According to Trower and Eckel (2016), boards are legally 

bound by the duties of care (exercising diligent oversight, being prepared for meetings), loyalty 

(placing organizational interest over self-interest, ensuring no conflicts of interest) and obedience 

(staying true to the firm’s mission). 

 

CEO Power Over the Board and Preference of Status Quo 

Active boards are what most stakeholders would prefer. However, there are some two lines of 

debate shadowing active boards: First, the extent on which the board can get involved into the 

firm’s affair without crossing the thin line between oversight and management; and second how 

the board deals with powerful CEO and top management who have their belief on the status quo?  

Concerns on the extent of board involvement  

In normal circumstances, where goal congruence exists, the board, CEO and management work 

in harmony within their lines of responsibilities. The CEO and top management act as architects, 

assimilators, and facilitators of strategic change. The board, when fully informed, discusses and 

endorses the changes. The initiation of the change process involves a set of top management 

activities that are geared towards the adoption and implementation of the overall change process 

(Gioia and Cittipeddi, 1991). The board will from time to time be informed and provide 

guidance.  

However, the path is not so smooth where differences between the board and CEO exist. The 

quest for more board involvement in engaging the CEO/ top management exposed the board to 

possible conflicts and resistances from firm's CEO/ or top management. Weitzner and Peridis 

(2012) argued that usually, managers tend to resist inferences from the board in their value-
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creating activities until the firm reaches the point of crisis. The adoption of the proposed strategic 

changes (or maintenance of status quo) hinges on which side is more powerful than the other. 

 

Effect of powerful CEOs and top management preferences  

CEO/ top management preferences have limiting effects on the board’s influence on change 

(Haynes and Hillman, 2010). This is especially true when the firm’s CEO is more powerful than 

the board chairperson [or whole board].  

CEO power may come from multiple sources, including structural power and hierarchy, 

ownership or share in the company, expertise, and experience, role duality, and the ratio of 

members appointed – internal vs. external. In extreme cases, CEOs may become powerful due to 

individual financial wealth and political connection within the government. 

A powerful CEO commitment to status quo, and beliefs on the correctness of current strategy 

have always been challenging for the board to influence and direct the needed change (Haynes 

and Hillman, 2010; Golden and Zajac, 2001). Powerful CEOs, through a variety of behaviors, 

will ensure that the board has essentially no effect on the firm’s strategy or changes in that 

strategy. In meetings, the agenda items will be largely controlled by the CEO (Erakovic and 

Sanjay, 2008).  

The dominant CEO will discourage constructive conflicts that are likely to push the board’s 

agenda for strategic change (Finkestein and Mooney, 2003; Golden and Zajac, 2001). The CEO/ 

top management position will only soften when the status quo is potentially putting them in 

visible crisis, hence the need for board support and legitimacy (Weitzner and Peridis, 2012).  

In SOE the case of board involvement in strategy is even more complicated by a set of 

relationship, especially between: the chair and the board; the chair and the CEO; the CEO and 

the board; the minister and the board; the triangle relationship between minister, CEO and chair; 

and government representatives on boards where their roles could conflict (Edwards and Clough, 

2005). 

 

Conclusion, Limitations and Recommendations  

Dynamics in the trading environment necessitates firms to change their strategic direction. This 

is especially true when a firm is facing a radical shift in any of the factors in the environment in 

which it is embedded. It has been however discussed that management and boards of directors 

have an opportunity to bring about positive strategic changes when engaged in constructive 

conflicts. Of significance is boards’ ability to influence changes that the CEO/ top management 

will ultimately implement.  Boards’ ability is highly determined by the board’s power to exert 

their will and [depth and breadth] of human and social capital of the board. However, on the 

other side of the conflict, boards have to face the powerful CEOs and his/ her top management 

team who have the tendency to defend the status quo and resist boards' proposals for a strategic 

direction that differ from their preferences.
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The paper has limitations that are inherent to literature review-based works (e.g. including 

possible bias in searching and selecting papers for inclusion and combining both theoretical and 

empirical studies in the review). However, the discussions in this paper have brought about a 

number of implications both for policy and practice.  

At the policy level, for example, governance should be preceded by a set of expectations by the 

government or owners as the case maybe. Such expectations on the direction and performance of 

the firm should trickle down to the board and management. It is also obvious that an effective 

board should be composed of members that have both the skills and knowledge of the industry – 

board capital and power. Also although maintaining board independence and representation of 

key stakeholders remain important factors, it is, however, true these features were also 

maintained even in the collapsed firms. It is therefore evident that appointing authorities must 

look beyond the normal attributes; consideration should be made on having in place proper 

mechanisms that will seek the balance between board capital and power of the CEO. In State-

Owned Enterprises (SOEs), and in order to facilitate the appointment of board members with 

both human and social capital, appointing authorities should create a transparent process for 

nominating and electing board members pursuant to criteria which identify the skills and 

experience that should ideally make up the composition of the board.  

Regular evaluation of boards’ effectiveness should be done. This is necessary to maintain board 

accountability for the performance of both the firm and the board. Evaluations may be into 

scenario i.e. evaluation by appointing authority and board self-evaluation. Whatever the 

approach a formal policy should set, especially in SOE, where board's will be evaluated and held 

accountable based on a number of performance related factors include firm performance and 

level of strategic influence / decision the board has made. Some form of independent evaluations 

should also be considered where the board would be evaluated using external firms or bodies. 
 

At board level: During their tenure, boards should clearly seek to be proactive in engaging in 

constructive conflicts with CEOs and top management. However, as it has been given earlier, 

this is only possible if directors constantly search and accumulate information on the firm and 

industry beyond that which is provided by the firm's management. Boards should take more 

control of the strategic directions of their firms and consider possible ethical dilemmas, and be 

ready to make known their stand on different issues. A board member could improve their 

director's activist by having an owner's mindset. Only when they think like they own the firm is 

when they will get deeply involved in developing strategy and monitoring risk. Activist directors 

are always willing to say what is uncomfortable. However, the owner's mindset will also require 

outside directors to possess a strong understanding of the industry, so that they can challenge 

management effectively.
 

In the end, boards should have a formal method of evaluating the performance of the CEO/ top 

management. It is also important to include questions about the sufficiency of the information 

the CEO/ top management provided to the board and how well the CEO got along with the other 

directors. The purpose is to give the board power over the CEO and to signal to the CEO that 

these issues are important to the board and to address any problems at an early stage. 

Although most of the above recommendations are mostly for making boards more active, they 

are however not bulletproof. Boards ability to influence and direct change will always be a 

demanding challenge that board still depend on the collegial working relationship with the CEO/ 
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management who at the end be responsible for implementation. At stake is the balance between 

oversight and management – a line, though thin, should always be maintained. 
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Abstract: Tanzanian, HRM reforms were initiated to address non-transparent and 

patronizing HR practices in improving Public Sector Governance. Again, Public Service 

Reform Programme (PSRP) was initiated in Tanzania to enhance performance and 

accountability of employees within the public sector. However, Tanzanian National Audit 

Reports depicted continued inadequacies in HRM practices including employees’ under 

performance and poor governance. This trend created the need to conduct this study by 

analysing the influence of employees’ performance measurement on Public Sector 

Governance. Through a Survey, data, was collected from 276 public sector employees from 

four different regions of Tanzania. SEM (Structural Equation Modelling) was applied in data 

analysis. Study findings revealed that employee performance measurement has a significant 

positive relationship with the accountability part of Public Sector Governance, while OPRAS 

(Open Performance Review and Appraisal System) was positively related to both 

transparency and accountability. Moreover, findings revealed that political support, 

technology and culture, moderate partially the relationship between employees’ performance 

measurement and Public Sector Governance. The study finally suggests that, in order to 

improve Public Sector governance, the Tanzanian government has to improve the system of 

employees’ performance management, control political interference into HRM decisions, 

digitalise government HR processes, and transform employees’ behaviour. 

 

Keywords: Performance Measurement, Human Resource Management Reforms, Public 

Sector Governance 

 

 

Introduction 

In many developing countries including Tanzania, public sector institutions face problems of 

poor performance and weak governance (World Bank, 1997; 2002). Therefore, in order to 

improve the state of governance in the public sector, public sector management reforms were 

introduced (Ashour, 2004; Chalu, 2014; Haque and Aziz, 1998; Sulle, 2011; Therkildsen, 

2001; World Bank, 2000). It is worth noting here that, public sector reforms in Tanzania, 

occurred in two distinct waves of reforms; the first generation reforms included the Structural 

Adjustment Programme of the 1980s which was followed by the second generation of 

governance reforms that started in the mid-1990s (Grindle, 2002).  
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The first generation reforms focused on redefining the roles of the public sector, reducing its 

size and controlling the activities of public sector employees through Human Resource 

Management (HRM) practices such as retrenchments, pay reforms and payroll control 

(Grindle, 2002). The second generation reforms; started around the mid-1990s in a more 

broader scope, that sought to improve the Government’s state and these reforms were inspired 

by the New Public Management (NPM) and good governance agenda which supported each 

other equally in the reduction of bureaucracies and red-tape The NPM agenda was 

characterized by the adoption of private sector management concepts and styles, while the 

good governance agenda promotes transparent and accountable public sector,(Gray, 2007). 

However, it is argued that one of the key targets of NPM was the capacity to reform the public 

HRM as well. This was rendered necessary basing on the fact that Human Resource (HR) is 

the most vital asset and critical resource in both the private and public services (Battaglio and 

Condrey, 2006; Battaglio, 2009; Burns, 2007; Common, 2010; Kellough, Nigro, and Brewer, 

2010; Kim, 2000). However with the fact that  HR is regarded as the most vital asset in work 

organisations (Batton and Gold 2012), but still many developing countries including Tanzania 

have not yet put in place a regulatory mechanism that should be vested with the prerogative of 

overseeing and controlling the HRM practices in both Public and Private work organisations.  

 

Moreover, these public sector reforms which are based on NPM, in most cases, 

underemphasize the importance of HRM, because of the strong emphasis on the requirement 

to downsize the establishment in the government and the combat against unnecessary 

government red-tape practices (Nogueira and Paranaguá de Santana, 2015). Since the 

publication of the NPM paradigm by Hood (1991), there is still a debate on the validity of its 

generalization in different contexts. It has been argued that NPM should have geographical 

model varieties between the implementing countries (Borins, 2002; Osborne, 2010). 

Therefore, an understanding of the institutional and cultural contexts is required before 

attempting to articulate HRM-type reforms (Common, 2010). Moreover, the organizations 

involved in NPM based reforms exist in a technological, political and cultural environment 

which differ from one country to another and from one organization to another (Chalu, 2014). 

Nevertheless, so little has been written about moves toward reform implementation and their 

influence on HRM reforms plus discussions on the recommendable contexts in which reforms 

are implemented are scanty as well (Carmeli, 2004; Salm and Schwab, 2016; Tidemand and 

Msami, 2010; OECD, 2015).  

 

The Tanzanian government started to implement public service reform programmes since the 

independence era. However, in order to periodically implement these changes; The Public 

Service Reform Programme phase one (PSRPI) was implemented from 2000 to June 2007. 

The PSRPI was developed in pursuit of the reform demands with a thrust of “Instituting 

preferable Performance Management Systems.” However, weak accountability emerged as a 

challenge for its implementation (URT, 2008; WB, 2008). Nevertheless, in order to curb the 

challenges encountered from PSRP I, PSRP II was launched and implemented from 2008 to 

2012 with a focus on enhancing performance and accountability in the public sector. In the 

process, the Government installed a number of key management systems and processes in 

order to attain the predetermined focus. These systems and processes included the 

introduction of Performance Management System and Processes for HRM like the 
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Performance Appraisal tool, called the Open Performance Review and Appraisal System 

(OPRAS).  

 

Although PSRP was implemented by the Government of Tanzania in order to improve 

governance in the public sector, the National Audit of Tanzania continued to report 

inadequacies in HRM practices and governance (CAG, 2016). These inadequacies, therefore, 

necessitated the need to study these reforms basing on HRM processes as part of public sector 

reforms in Tanzania with a focus on employees' performance measurement and the extent 

which these NPM based reforms influence the governance in the public sector. Furthermore, 

recent studies in Tanzania attest that there is not much in the literature on how employees are 

managed in the public sector in order to achieve commendable governance (Mutahaba, 2015; 

Therkildsen et al, 2007; Tidemand and Msami, 2010). Otherwise, Clarke and Wood (2001) 

argue that the culture and characteristics of the public service in Tanzania differ in terms of 

the implementation of NPM based reforms from that of the developed countries. Basing on 

the highlighted assertions, therefore, this study attempted to examine whether the prominent 

NPM based reform efforts in the HRM processes have an influence on the Public Sector 

Governance in the Tanzanian context. Hence, this argument created a need to conduct this 

study so as to bridge the observed gap and contribute to the knowledge of HRM reforms by 

specifically examining the influence of employees’ performance measurement on the Public 

Sector Governance and to assess the moderating effect of the associated contingent factors i.e. 

technology used, support from political leaders and culture on the relationship between HRM 

reforms and public sector governance. 

 

 

Theoretical Background  

It has been argued that reforms in the public sector are based on NPM and Governance theory 

(Ostrom 2014; Van Assche et al 2014). The theoretical origins of NPM can be traced from 

within a variety of theoretical perspectives including the Principal-Agent theory (Gruening, 

2001; Osborne and Gaebler, 1993). Since this study assesses the HRM processes as a part of 

the reforms, the Principal - Agency Theory was applied to guide our predictions so long as it 

views organizations as bundles of contracts binding workers and employers together 

(Eisenhardt, 1989). The Principal-Agent theory suggests a difference in the interests of the 

Principals (employers) and Agents (workers). Since HRM reforms were established to 

reinvent the way employees are managed in the public sector so as to improve governance in 

the sector, the Principal - Agency Theory was deemed suitable to guide the study basing on its 

dual focus of interests for both employers and employees. 

 

It has been argued that NPM is geographically varied between the implementing countries 

(Borins, 2002). Since NPM based reform is not ‘one size fits all aspect' as it varies between 

the implementing countries, in order to generalize it, contingent factors are to be emphasized 

as to when and how NPM can be successfully adopted (Hood, 1991; Polidano, 1999; WB, 

2009). This assertion was clearly stated, that NPM based reform outcomes vary according to 

the specificity of the context they are applied, as argued by Borins (2002), Hood (1991), and 

Gaspar and Mkasiwa (2014). Therefore, as we eschew from HRM reforms studies that 

adopted the Contingency perspectives as their guiding theory in process of theory testing 

within those studies, this study takes to be guided by the Agency Theory, anchored with the 
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evolutionary Governance Theory in testing the developed model that predict the relationship 

effects of HRM reforms on Tanzanian Public Sector Governance. 

 

   

Employees’ Performance Measurement and Public Sector Governance 

According to UN (2000), a key goal of the Human resource reform effort is to create a fair, 

equitable, transparent and measurable system of performance management. These efforts are 

attested to be able to introduce a performance-based management culture that recognizes and 

rewards excellent performance and adequately addresses under-performance anomalies. 

Nevertheless, the performance measurement tool is a key element of the organization’s 

accountability system as well (Kelman and Friedman, 2009; Radnor and McGuire, 2004). A 

performance measurement tool is an instrument that should never be left out because it is the 

tool which enables employees at all levels to be held accountable for their performance. 

 

Likewise, Public Sector Governance is concerned with the public sector's achievement of 

expected outcomes through public policy that is accountable and transparent to society 

(ANAO, 2014; Costantinos, 2011). Public Sector Governance has very broad coverage, 

including how an organization is managed, its culture, and the way it deals with its various 

stakeholders (Edwards et al, 2012). To deliver good governance in the public sector, 

individuals working for public sector entities must act in the public interest at all times and 

should avoid prioritizing self-interest, and in achieving this goal, employee performance 

measurement tool should never be left out (Ace, 2014). 

 

Performance Management and Performance Measurement have often been used 

synonymously in different literature because they are closely related concepts (de Bruijn, 

2007; Kelman and Friedman, 2009; Sanderson, 1998). But it is important to distinguish 

between the two processes. Basically, Performance Management is viewed more broadly as a 

management tool that seeks to improve the performance of an organization, as opposed to 

Performance Measurement which focuses more narrowly on the metrics used to determine 

how an organization is performing. Performance measurement is, therefore, seen as an 

essential and important tool of performance management. In this study, the term performance 

measurement is applied predominantly to focus on the metrics used to determine how 

individuals or an organization is performing. Performance measurement has become the focus 

of public organizations to address the issues of accountability and transparency. However, the 

debate on whether this management tool is fulfilling its role of performance improvement in 

public sector organizations remains uncertain (Kelman and Friedman, 2009; Radnor and 

McGuire, 2004).
 

 

Performance measurement is an ambiguous exercise in the public sector because of several 

factors, such as multiple-valued products to be measured and the dynamic environment which 

the measurements have to be taken (de Bruijn, 2007). Performance measurement systems are 

generally intended to be sources of legitimacy rather than as a means of adjusting 

organizational response in the context of the views expressed by clients (Sanderson, 1998). 

Literature in the public sector focused on performance measurement as a tool to assess 

performance and to demonstrate accountability through performance reporting of program 
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activities, which is basically not the essence of its existence. Although it can be argued that 

the utilization of performance measurement has many interpretations.  

 

It is worth noting that, Performance measurement plays an important role in all countries 

which are undertaking HRM reforms, so as to provide public services in an accountable and 

transparent manner (Kim, 2000; Khan, 2014). Furthermore, Knill and Balint (2008) state that 

under NPM based reforms, performance measurement is obligatory to every employee, and it 

was based on this assertion that the Tanzania Public Service introduced the Open Performance 

Review and Appraisal System (OPRAS) for performance measurement purpose However, it is 

argued that well-designed system of performance measurement which constitutes 

accountability is not as common in the public sector as in the private sector (Ashour, 2004). 

 

The public service in Tanzania, introduced OPRAS as a tool to facilitate employee 

performance measurement by engaging employees to participate in the whole exercise of 

evaluating their performance (Bana, 2009; Lufunyo, 2013; Tidemand and Msami, 2010). This 

exercise includes the process of employees to be availed with feedback on their performance 

and also giving them the platform to discuss the measurements assigned to their performance. 

Nevertheless, various studies conducted in Tanzania argue that the implementation of this tool 

in relation to Public Sector Governance achievement is still debatable and understudied (Bana, 

2009; Lufunyo, 2013; Shangali 2009; Tidemand and Msami, 2010). Likewise, these studies 

did not focus on the contingent factors which this study aimed to focus upon as well. 

  

Many researchers have raised concerns on the notion of the involvement of participants as 

stakeholders who take part in the process of performance measurement (Goh, 2012). A study 

by Yang (2008) revealed that stakeholder participation in the development of employees’ 

performance measurement is directly and positively related to honest performance reporting 

that enhance transparency and organizational effectiveness. Radnor and McGuire (2004) also 

concluded that when performance measurement was implemented solely as an administrative 

operational activity, managers became just administrators of the process, and minimized the 

essence of the exercise to a merely employee evaluation form filling activity. It is opined 

however that the adoption of best performance management practices will enhance morale and 

build a culture of accountability (Cobb, 2014; Mwombela, 2012). Therefore, inclining on all 

these arguments, this study hypothesized that:
 

H1: Employees’ performance measurement has a significant positive relationship with 

Public Sector Governance 

H1a: Performance measurement has a significant positive relationship with 

accountability 

H1b: Performance measurement has a significant positive relationship with transparency 

H1c: Open Performance Review and Appraisal System has a significant positive 

relationship with accountability 

H1d: Open Performance Review and Appraisal System has a significant positive 

relationship with transparency 

 

Evidence revealed that extensive investigations of performance measurement in developed 

countries have been carried out, though less has been done in the context of the developing 

countries (Mimba et al., 2007; Sabri and Jaber, 2007; Sunil and Rachita, 2009). Therefore, 
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this study, through a deductive approach was geared toward coming up with a theoretical 

contribution to Performance management as a tool for accountability. This theoretical 

contribution would add to the current understanding of performance measurement in 

developing countries, specifically Tanzania, where there occurs to have not many theoretical 

explanations on Performance management issues within public HRM studies.  

 

 

 

 

Contingent Factors, HRM Reforms and Public Sector Governance 

It is argued that HRM Reforms in the Public Sector Governance Model assumes that the 

reforms and their outcomes rely entirely on external factors. This assertion experienced a 

number of critics, simply because the NPM based HRM reforms exist in different 

technological, political and cultural environments, which have to be taken into consideration 

for the success of such reforms (Hood, 1991; Polidano, 1999). However, other studies on 

HRM reforms that focused on NPM did not consider the effects of these contingent factors 

which are not covered in most NPM based theories (Carmeli, 2004; Gaspar and Mkasiwa, 

2015; Salm and Schwab, 2016; Tidemand and Msami, 2010; OECD, 2015).  

 

It is argued that when reforming an organization, the existing organizational culture must be 

taken into account and a climate of trust should be established that supports the planned 

changes. (O’Donnell and Boyle 2008) However, organizational changes are often specifically 

introduced in order to improve the organizational culture and/or the organizational climate 

(Condrey, 1998). Likewise, it is opined that technological change is the leading agenda of 

NPM based reforms in the public sector as it is one of the significant ways by which people 

interact with the public servants at times (Dunleavy et al, 2006; Pollitt, 2012; Dunleavy and 

Carrera, 2013). 
 

 

According to Verhoest, et al., (2004), the notion of public service autonomy depends on the 

degree of interference in HR decisions from the government. The study further attested that, if 

there are more interventions from the government through Ministers, Civil Service 

Commission, as the central personnel agency plus other top government officials, the HR 

decisions will have deemed to have less autonomy and will bear great potential for 

politicization (Ibid). In theory, if the head of the Public Service Commission is directly 

accountable to the government, the civil service will have little potential to prevent political 

patronage (Stanova, 2014). On the contrary, Stanova (Ibid) argues that if the Public Service 

Commission head is appointed by a council of ministers emanating from the coalition of 

political parties, or otherwise, the name of the potential head is passed through the parliament 

for approval, then the person would not solely be accountable to the government, but he or she 

would have confidence in him or herself in making decisions that would be even unpopular to 

the government and consequently the government will have less potential to pressurize the 

civil service for political patronage. Therefore, for successful implementation of HRM 

reforms in Tanzanian the public sector organizations, has to take into consideration the 

contingent factors in the environment. This led us to hypothesize that:
 

H2: There is a significant moderating effect of contingent factors on the relationship 

between employees’ performance measurement and Public Sector Governance 
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H2a: Contingent factors have a significant moderating effect on the way performance 

measurement promote accountability 

H2b: Contingent factors have a significant moderating effect on the way performance 

measurement promote transparency 

H2c: Contingent factors have a significant moderating effect on the way Open 

Performance Review and Appraisal System promote accountability  

H2d: Contingent factors have a significant moderating effect on the way Open 

Performance Review and Appraisal System promote transparency  

 

Independent Variable                      Dependent Variable 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 1: Conceptual Framework of the Study. Source: Synthesized from literature, (2018) 

 

 

Research methodology 

This study adopted the explanatory research design which applied a survey strategy. The 

study was conducted in Tanzanian Public Institutions which are located in three regions of 

Tanzania, namely Dar es Salaam, Dodoma, and Kigoma. The reasons backing the choice of 

these Regions were the facts deduced from a report by National Audit Office (2014), which 

outlined that, Dar es Salaam region was a good performer in HRM and governance, while 

Dodoma was leveled as an average performer and Kigoma was pointed out as a poor 

performer for three consecutive years. The population selected for the study covered public 

sector employees in the respective selected Tanzanian Regions.  

 

The study applied the probability sampling technique, and the sample size was sought by 

applying the Taro (1967) formula which states that Sample size (S) is S = n/ (1+n (e) 2), and 

from this formulae, the sample size of the study was determined. The sample size was 

calculated at 2% margin of error and a 98% confidence interval in order to arrive at a 

maximum sample size. Therefore 239 respondents were selected from public sector 

institutions in the selected regions of Tanzania.  
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A 5 point Likert scale structured questionnaires adopted from the COCOPS survey instrument 

(Hammerschmid et al, 2013) were used to collect primary data. The COCOPS project was an 

Executive Survey on Public Sector Reform in Europe, a survey of public sector senior 

executives which covered twenty European countries and it was conducted in 2011. The 

application of a questionnaire that was tailored and customized from the COCOPS instrument, 

made the questionnaire suitable for the selected data analysis tool. Public documents showing 

trends of these HRM reforms were reviewed as well in the deduction process of secondary 

data for the study. Structural Equation Modelling (SEM) was applied for data analysis as it 

tends to explain the optimal behavior of variables and to predict their future trends (Davcik, 

2014). The researcher employed SEM as it allows making use of several indicator variables 

per construct simultaneously, which leads to more valid conclusions at the construct level 

(Kline, 2011). It also takes measurement error into account by explicitly including 

measurement error variables that correspond to the measurement error portions of observed 

variables (Hair et al. 2010).  

 

 

Research results 

Demographic Profile of the Respondents 

Majority of the respondents were male (68%) while the female was only 32%. Majority of the 

respondents were in the age groups of 26-35 (40%) and 36-45 (35%) while those aged 56-65 

were 11%. It was revealed that majority of the respondents (46%) had a master degree, 

followed by those with a bachelor degree (40%). Those with doctorate degree were 6% and 

those with diploma level of education were 7%. Out of 239 respondents in Tanzanian public 

institutions studied in this survey, 45% of the respondents were from MDAs, 29% of the 

respondents were from LGAs and 27% of the respondents were from other public institutions. 

Furthermore, a majority of respondents 67% were from Dar es Salaam region. The remaining 

respondents 24% were from Kigoma region and 8% were from Dodoma region.   

 

Reliability and Validity  

Confirmatory Factor Analysis was used to determine the measurement of reliability and 

validity of the variables in the study. As depicted in Figure 1 and the corresponding Table 1 

below. The Measurement of goodness of fit indices for the study model was as follows: 

Cmin/Df = 2.050; CFI = 0.945; GFI = 0.867; AGFI = 0.830 and RMSEA = 0.64. Although 

GFI and AGFI was less than 0.90 and RMSEA was larger than 0.05,but the most important 

indices for testing goodness of fit, according to Hair et al., (2006), are Cmin/df which was less 

than 3.00 and CFI which was larger than 0.90, indicating the goodness of fit of the study 

model. Therefore, the measurement model could be concluded that it qualified for model 

goodness of fit. 
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Figure 1: CFA Measurement Model 

 

The convergent validity of the measurement model was assessed through the Average 

Variance Extracted (AVE) and Composite Reliability (CR). The CR value ranged between 

zero and one (0 – 1). The ideal level of standardized loadings for reflective indicators was 

0.70 however, 0.60 was considered to be an acceptable level (Barclay et al., 1995). CR 

measures the overall reliability of a set of items loaded on a latent construct. The value ranged 

between zero and one, values greater than 0.70 reflect good reliability but also values which 

range between 0.60 – 0.70 are also considered to be acceptable if other indicators of the 

construct’s validity are good (Hair et al., 2006). Likewise, Discriminant validity check was 

done by comparing the AVE’s with the Squared Correlation for each of the constructs. The 

AVE of a latent variable should be higher than the squared correlations between the latent 

variable and all other latent variables. The rule of thumb for assessing discriminant validity 

requires that the squared tool of AVE be larger than the squared correlations between 

constructs (Cooper & Zmud, 1990, Hair et al., 1998).  

 

Table 2 below indicates that all measures were found to be reasonably reliable with CR 

ranging between 0.837 and 0.927 which conformed to the criteria of internal consistency as 

attested by Hair et al, (2010). Furthermore, the AVE in each dimension was greater than 0.5 

Table 1: CFA of Dimensions and Items 

   
Estimate S.E. C.R. P 

Standardized 
Regression 

Weights 

OPRAS7 <--- OPRAS 1.000 
   

.806 

OPRAS6 <--- OPRAS 1.138 .082 13.854 *** .872 

OPRAS5 <--- OPRAS .795 .070 11.394 *** .701 

PM2 <--- PM 1.000 
   

.921 

PM1 <--- PM .956 .057 16.693 *** .903 

ACC1 <--- ACC 1.000 
   

.772 

ACC4 <--- ACC 1.054 .077 13.698 *** .827 

ACC6 <--- ACC 1.086 .080 13.583 *** .820 

ACC7 <--- ACC .919 .072 12.843 *** .781 

TRAN2 <--- TRAN 1.000 
   

.823 

TRAN5 <--- TRAN .795 .057 14.064 *** .783 

TRAN6 <--- TRAN .986 .063 15.717 *** .848 

TRAN11 <--- TRAN .906 .065 13.949 *** .778 

TECH6 <--- TECH .838 .051 16.313 *** .768 

TECH4 <--- TECH 1.025 .042 24.126 *** .916 

TECH3 <--- TECH 1.000 
   

.923 

TECH2 <--- TECH .907 .042 21.403 *** .872 

CULT13 <--- CULT .932 .050 18.786 *** .851 

CULT12 <--- CULT 1.005 .052 19.474 *** .867 

CULT11 <--- CULT 1.000 
   

.900 

CULT8 <--- CULT .859 .057 14.952 *** .751 

POL9 <--- POL 1.000 
   

.907 

POL8 <--- POL 1.171 .043 26.931 *** .973 

POL7 <--- POL .845 .056 15.130 *** .736 

POL4 <--- POL 1.028 .057 18.027 *** .809 
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which supports the presence of discriminant validity (Malhotra and Dash, 2011; Hair et al, 

2010).  

 

Table 2: Reliability and Validity Tests Results 

 

CR 
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E 
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V 
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T 
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N 
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CULT 

0.90

8 

0.71

2 

0.57

6 
0.84

4             
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0.83

7 

0.63

4 

0.36

2 

0.36

2 0.796           

PM 

0.90

8 

0.83

2 

0.36

2 

0.31

2 0.602 
0.91

2         

ACC 

0.87

7 

0.64

1 

0.56

6 

0.59

5 0.527 

0.58

3 0.800       

TRAN 

0.88

3 

0.65

4 

0.57

6 

0.75

9 0.461 

0.38

4 0.752 0.809     

TECH 

0.92

7 

0.76

0 

0.25

4 

0.46

4 0.486 

0.39

1 0.411 0.504 0.872   

POL 

0.91

9 

0.74

1 

0.03

9 

0.19

7 0.027 

-

0.14

6 -0.077 0.025 -0.025 
0.86

1 

 

 

Structural Model - Hypotheses Testing 

The SEM was run within the structural model framework by the application of AMOS 18 to 

test the formulated hypotheses (Figure 2). The full Structural Equation Model was taken into 

account and the hypotheses tested were related to the patterns of causal structure linking 

several variables in the study. Overall, most of the fit statistics met the minimum requirement 

of model goodness of fit acceptability range (Cmin/df = 1.895; GFI = .938; AGFI = .904; CFI 

= .974; and RMSEA = .059.  

 

 
Figure 2: Structural Equation Model 

 

 

Employees’ Performance Measurement and Public Sector Governance 

The study hypothesis stated that “Employees’ performance measurement has a significant 

positive relationship with Public Sector Governance”. The employees’ performance 
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measurement was signified by performance measurement and OPRAS (the performance 

evaluation tool which is applied in the public sector). The Public Sector Governance was 

signified by accountability and transparency. The results indicated that employees’ 

performance measurement influence significantly the Public Sector Governance. In other 

words, all the hypothesized paths in the model are supported at p-value <0.05 except for 

performance measurement influence on the transparency part of public sector governance. The 

standardized regression weights of the output and result of the hypotheses testing provide 

support for the hypotheses as presented in Table 3 below. However, it is worth noting that 

OPRAS has a stronger influence on transparency aspects of PSG (38%) than performance 

measurement (17%), while performance measurement system revealed to have a stronger 

influence on accountability (41%) than OPRAS (28%). 

 

Table 3: SEM Estimates 

   
Estimate S.E. C.R. P 

Standardized 

Regression 

Weights 

ACC <--- OPRAS .228 .067 3.385 *** .277 

TRAN <--- OPRAS .316 .079 3.991 *** .357 

ACC <--- PM .345 .068 5.058 *** .415 

TRAN <--- PM .149 .076 1.968 .049 .167 

OPRAS7 <--- OPRAS 1.000 
   

.807 

OPRAS6 <--- OPRAS 1.138 .083 13.661 *** .873 

OPRAS5 <--- OPRAS .790 .070 11.309 *** .698 

PM2 <--- PM 1.000 
   

.934 

PM1 <--- PM .930 .058 16.154 *** .890 

ACC1 <--- ACC 1.000 
   

.770 

ACC4 <--- ACC 1.056 .077 13.635 *** .827 

ACC6 <--- ACC 1.091 .081 13.545 *** .822 

ACC7 <--- ACC .922 .072 12.793 *** .781 

TRAN2 <--- TRAN 1.000 
   

.817 

TRAN5 <--- TRAN .818 .058 14.139 *** .799 

TRAN6 <--- TRAN 1.000 .065 15.373 *** .854 

TRAN11 <--- TRAN .894 .067 13.271 *** .761 

 

 

Contingent Factors, Employees’ Performance Measurement and Public Sector 

Governance 

The study model assumed that HRM reforms and the outcome of the reform program i.e. 

Public Sector Governance rely on external factors. NPM based HRM reforms exist within the 

political, technological and cultural environment, factors which had to be taken into 

consideration for the effective success of such reforms (Hood, 1991; Polidano, 1999). 

Therefore, these arguments paved the way to the hypothesis that states that: “There is a 

significant moderating effect of contingent factors on the relationship between employees’ 

performance measurement and Public Sector Governance.” 

 

After taking into account that the study had a number of hypotheses aimed at testing the 

moderating effect of some of the variables, the researcher had to exhaust the necessary 

statistical rules for moderations in AMOS before conducting the final hypotheses testing of 



The Pan-African Journal of Business Management, Volume 2, Issue 2, 2018 

   

59 

 

the study. According to Hair et al (2010), moderations enable more precise explanation of 

causal effects relationships by providing an explanation of not only how X affects Y, but also, 

under what circumstances the effect of changes caused by X depends on the moderating 

variable of Z. Essentially, the moderation regression equation specifies that the slope of the 

line relating X to Y changes at different levels of Z, or equivalently, that the slope of the line 

relating Z to Y changes at different levels of X.  

 

Saunders (1956) asserted that a product term accurately reflects a continuous variable 

interaction. Similarly, natural polynomial or powered variables (X2, X3, etc.) can be used to 

represent higher order nonlinear effects of a variable such as a quadratic or cubic trend of age 

or time. In determining whether slopes of regression lines for XY significantly differ at 

differing values of Z, it gives a way to calculate a P-value for the regression of XZY 

through AMOS. The region of significance defines the specific values of “Z” at which the 

regression of “Y” on “X” moves from non-significance to significance (Preacher, 2007). But 

it is worth reckoning that there are lower and upper bounds to the region as well. In many 

cases, the regression of “Y” on the focal predictor is significant at values of the moderator that 

are “less” than the lower bound and “greater” than the upper bound, and the regression would 

be non-significant at values of the moderator falling “within” the region.  

 

The moderation effect in this study was performed through SPSS by creating new variables by 

standardizing all variables in the model; OPRAS (ZOPRAS), performance measurement 

(ZPM), political support (ZPOL), technology (ZTECH), culture (ZCULT), accountability 

(ZACC) and transparency (ZTRANs) and then computing a product variable e.g. performance 

management system X political support (ZPM_x_ZPOL). Then the model was formed 

through AMOS, then checked for significance, and later adjusted as per the model goodness 

of fit requirements. However, when the moderations were significant, the moderations were 

plotted to make it much easier to interpret the moderation effects. 

 

The Moderating Effect of Political Support on Employees’ Performance Measurement 

and Public Sector Governance 

The hypothesis was set that stated: “political support has a significant moderating effect on 

the way employees’ performance measurement promote Public Sector Governance.” The 

results after testing the hypothesis indicated that the hypothesis was partially accepted, by 

indicating that only the effect of political support in the relationship between employees’ 

performance measurement and accountability variables was significantly different from zero 

(ZACC<---OPRAS_X_POL and ZACC<---PM_X_POL). However, the moderation of 

political support between employees’ performance measurement and transparency was not 

significant. This implies that political support has no moderation effect in a relationship 

between employees’ performance measurement and transparency side of Public Sector 

Governance. 

 

Table 4: Regression Weights of the Moderation Model Between Political Support, PM and 
PSG 

   
Estimate S.E. C.R. P 

ZACC <--- ZOPRAS .388 .056 6.928 *** 

ZACC <--- OPRAS_X_POL .212 .049 4.340 *** 

ZACC <--- ZPOL -.051 .054 -.955 .340 
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Estimate S.E. C.R. P 

ZTRANS <--- ZOPRAS .138 .052 2.648 .008 

ZTRANS <--- ZACC .601 .052 11.524 *** 

ZTRANS <--- ZPM .346 .059 5.909 *** 

ZACC <--- ZPM .225 .046 4.863 *** 

ZACC <--- PM_X_POL .217 .037 5.837 *** 

ZACC <--- ZPOL -.080 .041 -1.943 .052 

ZACC <--- ZTRANS .553 .043 12.941 *** 

 

 

Table 4 results. Indicate that there is a moderation effect of political factors in the relationship 

between OPRAS and the accountability part of Public Sector governance only, and also there 

is a moderation effect of political factors in the relationship between performance 

measurement and the accountability part of Public Sector governance only. These significant 

moderations were plotted in diagram 1, so as to clearly interpret the moderation effects. 

Therefore, as shown in diagram 1, political support strengthens the positive relationship 

between both OPRAS and PMS with accountability. 

   

Diagram 1: Political Support Moderation between Performance Measurement and Public 

Sector Governance 

 
 

 

The Moderating Effect of Technology on Employees’ Performance Measurement and 

Public Sector Governance 

The hypothesis was set that stated that “technology has a significant moderating effect on the 

way employees’ performance measurement promote Public Sector Governance." The results 

after testing the hypothesis indicated that the hypothesis was partially accepted, by indicating 

that only the effect of technology in the relationship between employee performance 
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measurement and transparency part of Public Sector Governance variables were significantly 

different from (ZTRANS<---PM_X_TECH). However, it is worth noting that the moderation 

of moderating effect of technology in the relationship between performance measurement and 

accountability was not significant, so it was trimmed off. This implies that technology has no 

moderation effect in a relationship between performance measurement and accountability side 

of public sector governance. 

 

Table 5: Regression Weights of the Moderation between Technology, PM and PSG 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

In reference to Table 5, the results indicate that there is a moderation effect of technology in 

the relationship between performance measurement and only the transparency part of PSG, 

and also there is no moderation effect of technology in the relationship between OPRAS and 

both accountability and transparency. The only significant moderation effect revealed was 

plotted in diagram 2, so as to clearly interpret the moderation effects. Therefore, as postulated 

in diagram 2, technology as a variable in the study negatively moderates (dampens) the 

positive relationship between performance measurement and transparency 

 

Diagram 2: Technology Moderation between PM and Public Sector Governance 

 
 

 

The Moderating Effect of Culture on Employees’ Performance Measurement and Public 

Sector Governance 

The set hypothesis stated that “culture has a significant moderating effect on the way 

employees’ performance measurement promote Public Sector Governance.” The results after 

testing the hypothesis indicated that the hypothesis was partially accepted. This statement 

essentially implies that there is a significant moderation effect of culture in the relationship 

between both OPRAS and performance measurement with the transparency part of PSG only 

   
Estimate S.E. C.R. P 

ZACC <--- ZOPRAS .356 .060 5.893 *** 

ZACC <--- OPRAS_X_TECH -.063 .041 -1.510 .131 

ZACC <--- ZTECH .194 .063 3.074 .002 

ZTRANS <--- ZOPRAS .058 .053 1.090 .276 

ZTRANS <--- OPRAS_X_TECH .018 .034 .513 .608 

ZTRANS <--- ZTECH .243 .053 4.601 *** 

ZTRANS <--- ZACC .550 .051 10.686 *** 

ZTRANS <--- ZPM .174 .058 2.995 .003 

ZTRANS <--- PM_X_TECH -.102 .038 -2.698 .007 

ZTRANS <--- ZTECH .371 .058 6.388 *** 

ZACC <--- ZPM .328 .046 7.184 *** 

ZACC <--- ZTRANS .551 .046 12.074 *** 
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(ZTRANS<---OPRAS_X_CULT and ZTRANS<---PM_X_CULT). However, the moderation 

effect of culture between employees’ performance measurement and accountability was not 

significant, so it was trimmed off. This implies that culture has no moderation effect in the 

relationship between employees’ performance measurement and accountability side of public 

sector governance. 

 

Table 6: Regression Weights of the Moderation between Culture, PM and PSG 

   
Estimate S.E. C.R. P 

ZACC <--- ZOPRAS .319 .052 6.120 *** 

ZACC <--- ZCULT .435 .052 8.350 *** 

ZTRANS <--- ZOPRAS .117 .044 2.679 .007 

ZTRANS <--- OPRAS_X_CULT -.149 .038 -3.935 *** 

ZTRANS <--- ZCULT .443 .046 9.598 *** 

ZTRANS <--- ZACC .359 .049 7.302 *** 

ZACC <--- ZPM .393 .050 7.919 *** 

ZACC <--- ZCULT .420 .049 8.501 *** 

ZTRANS <--- ZPM -.057 .047 -1.216 .224 

ZTRANS <--- PM_X_CULT -.150 .035 -4.300 *** 

ZTRANS <--- ZCULT .459 .046 9.984 *** 

ZTRANS <--- ZACC .422 .051 8.215 *** 

 

In reference to Table 6 above, results indicate that there is a moderation effect of culture in the 

relationship between both OPRAS and performance measurement with the transparency part 

of PSG only. These significant moderations are plotted in diagram 3, so as to clearly interpret 

the moderation effects. Therefore, as postulated in diagram 3, the study asserts that culture 

negatively moderates (dampens) the positive relationship between OPRAS and transparency, 

and on the other side culture strengthens the negative relationship between performance 

measurement and transparency. 

 

Diagram 3: Culture Moderation between PM and Public Sector Governance 
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Discussion and conclusion 

The purpose of this study was to examine the influence of employees’ performance 

measurement on Public Sector Governance. In previous studies, employees’ performance 

measurement was found to be an important dimension of HRM reforms that was asserted to 

affect Public Sector Governance (Ashour, 2004; Cobb, 2014; Kim, 2000; Mwombela, 2012; 

UN, 2000). Moreover, these previous studies argue that employee performance measurement 

is a key element of the organization’s accountability system and the adoption of best 

performance management practices would enhance morale and build a culture of 

accountability. For instance, Kim (2000) found that the main concerns of HRM reforms are 

productivity and employee performance in order to develop a civil service that is more 

accountable to the public. These views from these previous research are consistent with those 

of NPM theories that took into account that the Principal-Agent theory is concerned with the 

extraction of accountability and good performance from public servants (agents) and serving 

the interests of the public (principals) as attested by Bea and Göbel (1999), Gruening (2001), 

Larbi (2003), and O’Flynn (2007). Otherwise, the Principals in the theory would do not avail 

much information or details on the performance of the agents, a notion that would even 

jeopardize HR accountability in the sector. 

 

Findings of this study indicate that employees’ performance measurement has a significant 

positive relationship with the accountability part of the Public Sector Governance and not the 

transparency part. Moreover, the findings indicate that performance measurement tool applied 

by the public sector in Tanzania (OPRAS) has a significant relationship with both 

accountability and transparency parts of public sector governance. These findings are 

consistent with earlier studies already discussed in this section. However, these earlier studies 

did not focus their concerns on the influence of employee performance measurement on the 

transparency part of the public sector governance, a task which was undertaken by this study. 

 

The second objective of this study hypothesized that contingent factors have a significant 

moderating effect on the relationship between employee performance measurement and public 

sector governance. HRM reforms have been employed by researchers to explain the 

achievement of Public Sector Governance in countries like the United States, Korea, China, 

and other developed countries (Burns, 2007; Common, 2010; Kim, 2000; UN, 2011). 

However, it has been argued that, under the contingent perspective, the implementation of 

these reforms may differ from one country to another due to existing differences in political, 

technological and cultural environments from country to country (Chalu, 2014; Hood, 1991; 

Polidano, 1999; Politt and Bouckaert, 2011; WB, 2009). 

 

Other studies conducted by Scott (2001) Wood et al., (2008) and WB (2008) attested that 

HRM reforms cannot be successful or even act as a force for governance without strong 

political will from the leadership of the implementing countries. The findings of this study 

support the findings as the study attests that political support strongly influences the 

relationship between HRM reforms and Public Sector Governance. However, political support 

does not influence the relationship between employees’ performance measurement and 

transparency part of Public Sector Governance as replicated from the study findings. This was 

also argued by Colley et al., (2012) who stated that the aspects of political nature of the public 
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service and centralized HRM are still relevant variables to be considered in the governance of 

developing countries. 

 

Empirical findings demonstrate that the political nature of the public service and centralized 

personnel agency are still relevant in the public service of developing countries (Colley et al., 

2012). Also if there is more political intervention from the government and the ministers in 

the HR decisions, the public service commission is deemed to have less autonomy and be 

exposed at a greater risk of political patronage (Verhoest, Peters, Bouckaert, & Verschuere, 

2004). Even though employees in the public service have no allegiance to any political party 

and they should also be appointed on merit, and they are required to serve any member of any 

political party in the government (Gomery, 2005; Jaensch, 1997; Keating, 1999; Mulgan, 

1998). Likewise, it is opined that the success of HRM reforms depends on strong political will 

among the country's leadership (Wood et al., 2008; World Bank, 2008). Moreover, the 

separation of the public sector HRM from politics helps to make merit-based HR decisions in 

place of politically inclined decisions (Burns, 2001). However, this assertion is subject to 

further critics because even with HRM experts and practitioners being available in both the 

Public and Private sector in Tanzania, still there is no regulatory body or rather a professional 

body to regulate the HRM competencies in the country. 

 

Studies have argued that the digital era governance brought about a technological change 

which has significant effects on the way citizens interact with their public employees 

(Dunleavy and Carrera, 2013; Cukier, 2013; Dunleavy et al, 2006; Pollitt, 2012). This 

technological change will enable increased accountability and transparency in the public 

sector as well. However, this change also has arguably brought in unintended consequences 

plus both unhappiness and happiness to most people as surprises (Margetts et al, 2010; Pollitt, 

2012). These arguments, however, are consistent with this study finding which revealed that 

technology has no significant moderating effect on the relationship between performance 

measurement and accountability. Moreover, technology has no significant moderating effect 

on the relationship between OPRAS and both accountability and transparency parts of Public 

Sector Governance. Furthermore, the study also postulates that technology minimizes the 

positive relationship between performance measurement and the transparency part of public 

sector governance. 

 

Empirical findings considered that lack of corporate culture in African countries can be a 

barrier to successful implementation of public sector reforms (Hyden, 2005). Moreover, it is 

argued that, in most cases, developmental projects like public sector reforms which do not 

take into account the cultural dimension have failed (Gardner et al, 2015). At the same time, 

HRM practices are in most cases influenced by culture differences (Hofstede, 1980; 

Trompenaars, Hampden-Turner, 2004). It is also argued that HRM reforms in developing 

countries aim at transforming employees’ behaviors towards accountability. The findings of 

this study support the school of thought that argues that culture strengthen the negative 

relationship between performance measurement and transparency and also culture diminishes 

the positive relationship between OPRAS and transparency. Moreover, culture has no 

moderation effect in the relationship between employee’s performance measurement and the 

accountability part of public sector governance. 

 



The Pan-African Journal of Business Management, Volume 2, Issue 2, 2018 

   

65 

 

Therefore, the study findings conclude that employees’ performance measurement was found 

to be an important dimension of HRM reforms that have an effect on the accountability part of 

Public Sector Governance in Tanzania, as it is argued in other studies by Ashour (2004), Cobb 

(2014), Kim (2000), Mwombela (2012) and UN (2000). In addition, the findings suggest that 

in order to implement best performance management practices so as to achieve good Public 

Sector governance in Tanzania, the performance measurement tool used (OPRAS) has to be 

implemented effectively as it has an influence in achieving good performance in the sector. 

Moreover, to enhance effective governance in the public sector, a 360-degree method of 

assessing performance has to be considered as suggested by Kim (2000). 

 

Generally, the conclusion drawn from this study states that good Public Sector Governance 

can be achieved from the implementation of HRM reforms with the consideration of 

technological improvement in digitalising government institutions; the government has to 

control political interference and increase support to these HRM reforms. It is also advised 

that employees’ behaviours be transformed to suite the contemporary competitive business 

model in employee performance and accountability. The establishment of an HRM regulatory 

mechanism is also another essential consideration for effective HRM practice in general. 
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