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PERFORMANCE MANAGEMENT 241

x7.4  Performance Management in the Customs and Excise
' Department

¢ Customs and Excise Department official pointed out: ‘Deep in my heart, in order
ave trouble [ usuaily give them [subordinates inside the ‘promotion zone’] ‘A’
tstanding} reports. First of all, an ‘A’ report costs me nothing. In return, I can ask
subordinates to behave properly so that I can maintain discipline and cooperation
om them. ... In order to maintain a harmonious relationship with subordinates, we
refer to give an outstanding report to officers in the ‘promotion zone’ (p. 21
In the words of another officer: ‘Do you think we can still expect anything from a
oner, who has been sentenced to death and wailing to be executed [an officer
'ho has no hope of promotion} Don't forget that in the Department avoiding troubles
Iways the main concern of all managers. So, why not just give an ‘A’ report 1o
am? It will do both of us good. Remember if your men behave badly and create
oubles, your boss will label you as a bad supervisor as well, The boss’s reasoning is
veryone else is okay except you, so you must be a bad leader. Remember that no
ne likes problems and troubles’ (p. 24). '
“A member of a promotion board stated: 'If you lock at the reports, all the candidates
¢ supermen and they have no weaknesses at all. Their reports are full of “A”s. How
an T actually tell who is good and who is not? It is almost an impossible task for the
iembers’ (p. 38). A -
“According to one view in the Department ‘When they first join the C&E, officers
ant to do something and achieve something. However, as time goes by, they learn
hat having a good relationship with your bosses, instead of excelient performance, is
quickest way to promotion, After they have been promoted, they tend tQ ‘shoés
hine nore because they know for sure this is the way to be successful. It is very hard
o change their perceptions, Some will even teach the new comers that ‘shoe-shining’
© i the best way to get rewards, not good performance or commitment [as mentioned
by ‘human resource management’ theories]’ (p. 87). B

fj-."Soung: Kwok Kai Chiu, Jim, ‘The Performance Management System of the Customs
S0 and Excise Department’ (unpublished MPA dissertation, the University of Hong

-Kong, 1997), based on interviews carried ous in the Customs and Excise
" Department in 1996-7 (N=63).

There isn't any effect on motivation whether I rate them good or bad [and
it becomes] a paperwork exercise.’™

Finally, in Hong Kong as elsewhere, there have been occasional reports
of abuse of the performance appraisal process. In 1994, for example, a
police inspector was jailed for three months for accepting ten karaoke
laser discs from his subordinate in return for ‘writing a favourable appraisal
report’.® And in 2000, a police sergeant was charged for asking a police
constable to provide him with a Hong Kong Jockey Club telebet account
and betting money in exchange for writing a favourable appraisal.* These
cases, both from the police, are very rare, however.

In its 1999 Consultative Document, the Civil Service Bureau pointed
out: ‘Reform of the performance appraisal culture and standardization of
grading is also necessary.”® Authorities recommended ‘indicative
benchmarking’ or ‘forced choice’, which some departments had already
hégun to experiment with.® Since late 1998, for example, the engineering
grade has implemented ‘forced choice’ (see Box 7.5), apparently with
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