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ABSTRACT

This research is about the implementation of performance management system
called Integrated Quality Management System (IQMS) in schools. Educators have
always complained that IQMS is a waste of time and energy as well as too
cumbersome. This research is intended to find about the feelings of educators
about the system, how important the system is and if there is any need for the
improvement thereof. The approach to the study has been one of quantitative
method. A sample of some 226 participant was done and questionnaires were
distributed. This sample had to be representative of all level of educators from the
lowest level to the principal teachers. The result of the study are such that
educators are positive about IQMS especially those with some status and higher
qualifications but those in the lower level are not as positive. Another interesting
observation is that almost all participants feel that the system is not objective
enough. Half the number of respondents felt that their principal do not know how to
do appraisal. There needs to be an in-depth research on a much broader scale to

find out why senior teacher are more positive about appraisal than their junior
counter parts.
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CHAPTER 1
OVERVIEW OF THE STUDY
1.1 INTRODUCTION

The study of performance management belongs to the field of Human
Resource Management. In Human Resource Management, managers use
their teams to reach the goals of the organisation. In fact, Mondy et al. (2000:2)
define Human Resource Management as the utilisation of individuals to
achieve organisational objectives.

This study is about performance management in the department of education.
This system of managing performance in education is called Integrated Quality
Management System (IQMS). Managers in education use it to evaluate the
performance of their teams. This study seeks to establish if this system is
effective or not and if not come up with suggestions for improvement.

The literature that will be used to conduct this study will be Internet journals,
text books, performance records of schools and other publications of the same
subject of performance management. Internet journals will be accessed from
the university library or any internet centre, text books from the university
library and other records from the offices of the Department of Education and
schools.

The layout of this chapter will have the background to the problem statement,
where the researcher will write about the history of performance management
in the department of education since 1998.Then the discussion on objectives of
the study will be made and will be followed by research design and lastly the
layout of the study as well as the conclusion.

1.2 BACKGROUND TO THE PROBLEM STATEMENT

Performance management in the Department of Education at school level

culminated in the implementation of Integrated Quality Management System
(IQMS). In this section, IQMS will be unpacked and clarified. Furthermore,

Developmental Appraisal System (DAS) will also be discussed. The reason for the
discussion of the two systems is to try and introduce the reader to the evolution of
the current performance management system that is practiced as well as to

distinguish between the two systems.



The Department of Education introduced Integrated Quality Management Systems
(IQMS) as a management tool aimed at improving school efficiency. IQMS is
carried out by identifying specific needs of educators, provision of support for
continued growth, promotion of accountability, monitoring of school's overall
effectiveness and the evaluation of educator performance. Performance
management of edueators is part of a bigger process of IQMS.

In 1998 the Department of Education introduced the Developmental Appraisal
System (DAS). DAS is commonly known as Resolution Number Four (4) of 1998.
The main focus of DAS was to develop educators and the improvement of the
quality of learning and teaching, and had little to do with the evaluation of the

effectiveness of the whole school or Whole School Evaluation (WSE). The process
of DAS was as follows:-

Each school had to establish a Staff Development Team (SDT) consisting of the
School Manager and elected staff members.

All staff members in the school including the principal had to form panels of
evaluators. Included in a team were a peer, a union representative, a senior

teacher and another professional from outside of schools where necessary.

The criteria were such that, there were different sets of evaluation criteria for
different categories of educators.

The SDT would develop a Management Plan for the whole school and the whole
process would last for six months. That would be followed by yet another cycle.

The following is an example of a Management Plan for DAS as adopted from the
ELRC Resolution Number Four of 1998.

TABLE 1.1 MANAGEMENT PLAN FOR DAS

WEEKS ACTION RESPONSIBILITY
First week DAS meeting at school. | Staff Development Team
Second week Formation of panels and | Appraisee and convener of
completion of personal | SDT.
detail form
2




Third week Completion of all DAS | All appraises open files for
forms by all staff members | their evaluation.
and Panels formed

Fourth and fifth | Criteria for evaluation are | Appraisees and panel
week agreed upon.
Self appraisal takes place. | Appraisee
Professional Growth Plan

(PGP) is established Appraisee
From six weeks | Appraisee implements | Appraisee and others
onwards plan

Two weeks from | Appraisee prepares for | Appraisee and panel
end of six|review and prepares for
months the next cycle

Source: ELRC Resolution 4 (1998).

After a few years the Department of Education introduced the Integrated Quality
Management System (IQMS) as a management tool used to evalua;(e the whole
effectiveness of schools. IQMS brings together Developmental Appraisal,
Individual Performance Measurement, and Whole School Evaluation.
Developmental Appraisal serves to appraise educators in order to know their
strengths and weaknesses so that programmes for their improvement can be
drawn up. Firstly, educators complete the pre-evaluation checklist. After this
stage, educators themselves, complete a form called the Lesson Observation
Instrument before their monitors (consisting of a peer and a Departmental Head)

get to observe them in practice. This panel is called the Development Support
Group (DSG).

Performance Measurement serves to evaluate educators so that salary
progression and other incentives can be carried out. Educators who score above
fifty percent during observation in practice qualify for a once of payment equaling
one percent of their monthly salary. Whole school evaluation is a programme
through which the effectiveness of the school is measured. The end product of
IQMS is a School Improvement Plan (SIP). It is a comprehensive plan that is
drawn from a School Self Evaluation (SSE) and Developmental Appraisal. SSE is
the initial stage towards WSE where educators in the school with the School
Manager (SM) complete forms with a view to measuring school effectiveness. The
following are the nine focus areas for WSE.



Basic Functionality of the school.

Leadership Management and Communication

Governance and Relationship

Quality of Teaching and Learning and Educator Development

Curriculum Provision and Resources

Learner Achievement

School Safety, Security and Discipline

School Infrastructure

Parents and Community.

In the first term, schools are expected to do a baseline evaluation consisting of
educator self-evaluation and school self evaluation. After educator self-evaluation,
a Professional Growth Plan is drawn up. The two documents inform the
compilation of a School Improvement Plan (SIP). From March to June, schools are

supposed to carry out developmental activities outlined in the School Improvement
Plan.

The second leg of the development cycle starts in the third term. From July to
September schools should get involved in the second leg of the development
cycle. The last term is supposed to be the term for summative evaluation.
Summative evaluation involves compilation of final scores for salary progression
by individual educators with their Development Support Groups (DSG). After all
this, the information should be sent to the Head Office of the Department of
Education. Byars and Rue (2000:75) state, performance appraisal is the process
of determining and communicating to an employee how he or she is performing
on the job and ideally, establishing a plan of improvement.

1.3 PROBLEM STATEMENT

The problem with IQMS is that many educators view it as an unnecessary
waste of time that increases they already heavy load of paper work associated
with the current Outcomes Based Education System (OBE). Such paper work
involves the filling of forms such as the personal profile, self evaluation from,
professional growth plan, school improvement plan, the classroom observation
sheet and the school development plan.



The one percent paid to qualifying educators is too little. Some educators are
said to have refused to participate in it saying the one percent once off salary
payment that applies to all whom score fifty percent and above on points is too
little. Furthermore top performing schools feel that IQMS should see them
being paid more than underperforming schools

In general educators overrate themselves. The minimum score that qualifies
an educator for a once off one percent salary payout is fifty percent. More
often than not educators allocate for themselves higher than necessary marks
and this renders the system worthless because they leave for themselves very
little room for improvement. In fact they rate themselves above eighty percent.
This mark is never compared to the output at classroom level in terms of the
number of learners that pass and the quality of their marks.

Another side of this problem is that education officials at times complain that
under-performing schools allocate themselves points that are not consistent
with the state of their schools. For example, a trapped school may have

educators scoring as high as seventy percent but the total pass rate in the
school could be in the region of thirty to forty percent.

Appraisees at times feel intimidated by their managers. When managers come
for classroom observation, appraisees maintain the atmosphere is unnatural
and therefore feel intimidated by the situation. At times they argue they deliver
better lessons in the absence of their managers.

1.4 OBJECTIVES
The objectives of the study are as follows:

1.4.1 To establish the impact if any that performance management has on school
performance.

1.4.2 To establish ways to improve the current performance management system.

1.4.3 To highlight weaknesses if any of the current system of performance
management in education.



1.5 RESEARCH DESIGN

A research design is a plan or strategy which moves from the underlying
philosophical assumptions to specifying the selection of respondents, the data
gathering techniques to be used and the data analysis to be done, Maree
(2007:70). The research will be conducted by comparing the performance of the
said schools before and after the introduction of IQMS. This data will be gathered
from the district office as well as from schools. This will be quantitative research.
Struwig et al. (2004:4) state, quantitative research is a form of conclusive research

involving large representative samples and fairly structured data collection
procedures.

In the sample will be School Principals, Deputy Principals, Departmental Heads
and Educators. The numbers will be fifteen principals, fifteen deputy principals,
thirty Departmental Heads and forty five educators. The total sample will consist
of 105 individuals sampled from a total population of some 250.

1.6 LAYOUT OF THE STUDY

The layout of this study will be as follows:-

Chapter 2: Literature review

The aim of literature review is to find out what has been done in the study of
performance management. The researcher will review literature from text
books, journals and the Internet.

Chapter 3  Research Methodology

Mouton (2006:56) argues that research methodology focuses on the process
and the kind of tools and procedures to be followed. The content of the

methodology will be guided by population, sampling procedures and
techniques.

Chapter 4 data analysis and discussion

The content of chapter four will be data interpretation and discussion. Data will
be interpreted in terms of the theory that will emerge from literature survey.

Graphs and charts will be used to present data. The instruments for data
collection will be questionnaires.




Chapter 5

Management guidelines

After data has been interpreted and analysed, then recommendations will be
presented under the topic, Management Guidelines. These would be

guidelines aimed improving areas if any, of performance management at
schools.

1.7 CONCLUSION

This is the overview of all that is entailed in performance management in
schools. The researcher has discussed what he perceived to be pressing
problems in performance management in schools as well as the objectives of
the study. The design and the layout of the study including research design
and the methodology have been discussed as well.

As a result of the development of the chapter thus far, there is therefore a
structured and methodical approach towards the study. The researcher will in
the next chapter discuss in detail the review of literature as will be retrieved
from text books, periodicals, electronic journals and other publications.



CHAPTER 2
LITERATURE REVIEW
2.1INTRODUCTION

The context of this research project is such that schools perform annual
performance assessment with a view to improving their effectiveness. In spite of
this, there seems to be too little if any improvement on their performance viewed
from the Grade 12 resuitsﬂ perspective. Therefore, it seems from the researcher's

point of view that there could be something with the instrument used or the way it
is used.

The problems associated with IQMS include, complaints from educators that it is a
waste of time because the one percent salary that is paid to employees who get a
score above fifty percent is too little. Further complaints are that educators
overrate themselves or are underrated by their supervisors. This is compounded
by claims that educators from under-performing schools are scored the same and
that appraisal brings about intimidation to those subjected to it.

Key words used in this paper are: appraisal system, performance management,
Integrated Performance Management system and Developmental Appraisal
System. In this study, the search engines that were used are Google, Max,
Aardvark.

The layout of the rest of this chapter will be structured according to the following
sub-headings. Definitions of performance management/appraisal, performance
management is a tool for discipline, performance management improves quality,
performance management should be used to determine training needs of
employees/teachers, performance management ensures attainment of goals,
performance management is on-going, types of performance management,
performance management is bureaucratic and threatens teacher independence,
performance management should be aligned to organisational goals, performance
management can be unproductive, problems of inaccuracy, steps in the
performance management process, research questions and the conclusion.



2.2 DEFINITIONS OF PERFORMANCE MANAGEMENT

Different writers like Theron, Spangeberg, Armstrong, Sewel and others have
different definitions of performance management. For example, Storey (2002:321)
argues that, the term performance management refers to those various attempts
that are designed to ensure that organisations, units and individuals work
effectively and efficiently. On the other hand, Armstrong et al. 2000, (as cited in
Cameron and Sewel 2003:243) state that, Performance Management in a Human
Resource Management sense, is the process of delivering sustained success to
organisations by improving capabilities of individuals and teams. The two
definitions above although different in words, point to the fact that performance
management is carried out by organisations to improve their service.

Furthermore, Spangenberg and Theron (2001:35) state that, by definition,
performance management generally includes performance planning i.e. goal
setting, ongoing coaching and development of subordinates, formally reviewing
performance and rewarding performance. In actual fact the difference between
Spangenberg and Theron and the earlier authors cited is that their definition
includes some of the elements of the process of the management of employee
performance. The key thing about performance management is the achievement
of the goals of the organisation. It is for this reason that, Matunhu and Matunhu
(2008:118) say, performance management is a human resource approach
intended to raise productivity through a coordinated system of planning employee
performance, facilitating the attainment of goals and measuring performance.

Other authors define performance management as the monitoring of workers. For
example, Brown and Heywood (2005:659) claim that, the monitoring of workers
stands at the heart of the employment relationship. They by arguing that by
getting workers to exert effort, assigning individual workers to the most appropriate
jobs, setting pay, deciding which workers should be retained and which should be
promoted all require that management judge the performance of workers.

2.3 PERFORMANCE MANAGEMENT IS A TOOL FOR DISCIPLINE.

There are those who view performance management as a tool for discipline and
this view is supported by O'Connor and Lee (2007:606). When they state, in most
health care settings, there is a dominant staff culture of appraisal process as a

9



performance measure and by extension, a disciplinary tool to be ‘used by
management. Performance management as a disciplinary tool is again captured
by Chu and Chen (2007:1) They argue that, an accurate and realistic appraisal
system is necessary for companies to control employee behavior and to provide
high quality services and products. As a result of understanding it is as a tool for
discipline, employees may not like it.

The general subordinate-supervisor relationship is such that the employees dislike
performance management.because they view it as a disciplinary process. In fact,
Franzen and Reward (2003:133) argue that, performance management is seen by
some as a tool for management to control and manipulate employees and to
enforce a particular transformation agenda. With this in mind, it becomes
apparent that performance appraisal should be approached with caution. Min-Chu
and Chen (2008:163) state, performance appraisal is one of the most complex and
controversial techniques used to monitor workers, determine pay, retain workers
and promote excellence.

Jenks 1991(as cited in Schraeder et al. 2007:22) state that performance
appraisals that are not done well by supervisors can be costly to organisations
from a legal standpoint. This argument illustrates how far performance appraisals
can go in addressing dissatisfaction between subordinates and supervisors. It
shows that although the initial intensions of performance evaluation can be
positive, they can have far reaching consequences for the organisation and its
employees. This is so especially if the system is not used appropriately.
Schraeder (2007:22) states, first, formal performance appraisals can be
detrimental to organisations if they are not utilised appropriately. The researcher
is of the view that a system that lands employees and their managers in courts of
law does not augur well for the organisation it is serving and there is a need that
something be done about it. Problems about such system should be analysed and

a determination be made whether such problems are systemic or are with the
process itself.

24 PERFORMANCE MANAGEMENT IMPROVES QUALITY

The main reason organisations carry out performance management programmes
is that they want to improve the quality of their service. That is why Sanwong
(2008:22) states, in practice, the use of a system enabled staff within the division

10



of Human Resource Management to recognize and accept their own
performances and to use this information to improve their performances. It could

be the improvement of individual employees, their business units or the
organisation in its entirety

In the performance management programme, organizations can attach rewards to
the performance management exercise and thus motivate employees to do more.
This view is supported by Sanwog (2008:22) when he notes, while the purpose for
the evaluation-cut, to enhance performance and reward the appropriate persons,
the planning and feedback required must be planned before the system is put into
practice. There are however those who think the attachment of rewards to a

performance management system is counter-productive, but this will be discussed
later in the text.

Performance management seeks to assist the organisations, even .those in the
public sector to be able to compete fairly with other organisations on quality
output. Fitzgerald et al. (2003:103) note that, Performance appraisal is a way in
which teachers in New Zealand schools can reflect on and improve the quality of
teaching and learning in schools. Schools also, as public sector entities can
benefit from appraisal. Governments use a variety of methods to gauge how
schools are performing and the learner performance results are one of the
instruments they use. One published, these results tell which school has
outclassed the other, and this is the sense through which inter-school competition
should be interpreted in this paragraph.

As a quality improvement strategy, performance management is an important
element of the human resource management practice because after employee
assessment, then, can an entity decide who deserves rewards and who does not.
Fletcher 2002, (as cited in Kuvaas 2006:504) mentions that, performance
appraisal has increasingly become part of a more strategic approach to integrating
human resource activities and business policies and is now a generic term
covering a variety of activities through which organisations seek to assess
employees and develop their competence, enhance performance and distribute
rewards. In a sense performance appraisal informs the distribution of rewards
among employees, and this is certainly so, if the purpose of performance
appraisal, right from the beginning was expressed as such.

11



Performance management is used by organisations to compete against each
other. Among a myriad of activities and systems for quality performance Min-Chu
and Chen (2008: 161) say performance appraisal and compensation are two
strategies essential for organisational competitive advantage as they directly
connect the organisation with its employees. Competition between organisations
through performance management in this instance is captured in the context that
one with a performance management system that is better than the other or is
practiced in a way better the other is doing, it may out-perform that organisation in
competition for the markef. because as a matter of fact the purpose of appraisal is
performance improvement and ultimately organisational efficiency. This view is
supported by MacDonald 1995 et al. (as cited in Spangenberg and Theron
2001:38) when they say, companies with performance management outperform
non-performance management companies on key financial indicators. This view

tries to encourage companies to embrace performance management practices.

One other way of giving employees information about their role and contribution to
organisational growth and wellbeing, is through performance management.
Managers get the opportunity to guide, assist, coach and generally assist
employees by using performance appraisal. It is for this reason that, Schraeder
(2007:20) argues that, communication is an important factor affecting employee

motivation in organisations. Therefore, the role of performance appraisal is one of
communication among others.

Still on quality improvement mode, employee assessment helps provide feedback
to them, which feedback they can use to develop improved skills in their jobs. Law
(2007:18) argues that, beyond measuring individual performance, other objectives
include: providing feedback to employees, improving individual performance;
providing motivation and recognition, determining pay raises and promotions,
coaching, mentoring and counselling, determining training needs, making
decisions pertaining to downsizing or layoffs and finally to proper documentation
for legal purposes such employee ltigation.

A performance appraisal interview benefits an organisation's human resource
needs in many ways. One of those is taking decisions on lay-offs. The managers
gather from appraisal interviews can be used to make such decisions.

12



The value of performance management to organisations is immeasurable. For
example, Gratton 2000 (as cited in Whitford and Coetsee (2006: 63) argues that,
no other operational system had contributed more to Human Resource success
than performance management. This could be the reason almost all articles this
researcher has seen support the view that performance management improves
the performance of the organisation. However, it appears that in South Africa,
companies or their employees have not embraced this concept very well. Le Roux
1995 (as cited in Whitford and Coetsee 2006:63) have observed that, literature
suggests that, South Afri't‘:an organisations in particular often fail to follow best
practice in performance management effectively.

There are nineteen items for which performance appraisal is used, which were
identified by Cleveland et al. 1989 (as cited in Abu-Doleh and Weir 2007:75).
These items are sub-divided into four factors which demonstrate how performance
appraisal is used. The four factors are such that performance appraisal works
between individuals, within individuals, system maintenance and documentation.

In the following three to four paragraphs these four factors will be unpacked such
that all elements of each factor are discussed.

Performance appraisal is used between individuals in that it serves purposes of
salary administration, promotion retention and termination. Managers used it to
determine employee salaries and to determine whether or not the employee
should be promoted to a higher level responsibility in the organisation. It is again
used to determine if employees should be retained or laid off.

Another sub-category where appraisal is used between individuals is such that it is
used determine their individual performance and to identify poor performance.
The context of this is that, after the appraisal process, managers are able to
identify those who are not performing and those who are not.

The other dimension of appraisal is that it is used within individuals. This means
that the effects of the process are directly affecting the individual involved in that,
their needs of further training are identified. Not only that they get to know about
their further training needs but they stand to get feedback themselves. The
affected individuals get to know if they are going to be transferred or not and if
they will be receiving new assignments. They again stand to know about their
weaknesses and strengths. This is how the process affects the individual directly
13



without taking into consideration the whole organisation or other employees inside
the organisation.

The third dimension is that which focuses on the system itself called system
maintenance. It is such that appraisal is used in personnel planning. With it
managers are able to draw up plans for their personnel needs. For example, a
company will know-after the process how many new drivers are needed or which
skill is in short supply in the company.

The other area is that of the determination of organisational training needs. This
one will be discussed later in the paragraphs below. The evaluation of goal
achievement is another sub-category. Whether or not the organisation is meeting
its targets, this can be evaluated by performance appraisal. This is so because at
the beginning of the year goals are set and at the end of the appraisal process
managers can tell if those goals have been attained. ‘

Another interesting feature of system maintenance is that appraisal is used to
evaluate personnel systems. These are the systems within the organisation that
personnel used to carry out their daily duties. It could for example be that
personnel only report twice in the week. If needs be, from the appraisal process,
personnel could be encouraged to report daily. Still in the maintenance of the
system, appraisal serves to reinforce authority structure. Every organisation has
an organogram which clarifies who reports to who in the organisation. This

authoritative structure is used in appraisal and as such reinforcing authority. After
all, a subordinate can never appraise a supervisor.

The sixteenth element is that of identifying organisational development needs.
After all employees are appraised, an organisation-wide training plan is drawn up.
Not only is the training plan drawn up but the direction the organisation should
take with a view to serving its existence purpose and using its manpower
optimally. This is about decisions on the new technology, expansion etc.

The last factor which is documentation an addresses the need for organisations to
have documents about the appraisal process so that personnel decisions are

written down. This should assist the organisation if it has to meet some legal
requirements in the future.
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2.5 PERFORMANCE MANAGEMENT SHOULD BE USED TO
DETERMINE THE TRAINING NEEDS OF EMPLOYEES

In the field of educator appraisal, teachers are expected to draw up Performance
Growth Plans. These are documents used to guide them in their performance
improvement paths. They are drawn after an appraisal exercise. At the end of the
appraisal process, educators should be able to tell if they have been able to meet
their developmental requirements or not. Schraeder et al. (200:21) state, as one of
the uses of performance .appraisal, determination of training needs. It may be
logical to assume from the above citation that the process of appraisal benefits
employees by assisting them to identify their areas of inefficiency. Once such
areas are identified for every employee, then can an organisation draw up an
organisation-wide plan for employee training.

Moreover, O'Connor and Lee (2007:606) state, there are countless methods of
appraisal, but most have one of two main outcomes: measuring performance or
facilitating the professional development of a staff member. This view emphasises

the fact that appraisal is not about punishing employees but reinforcing their ability
to propel the organisation further,

26 PERFORMANCE MANAGEMENT ENSURES THE
ATTAINMENT OF GOALS

Managers use appraisal system to establish goals for employees and ultimately
those of the organisation. That is why Schraeder et al. (2007:22) state,
performance or outcome goals are often used in conjunction with performance
appraisal systems. This argument clarifies the fact that individual goals are used
to achieve organisational goals. It therefore stands to reason that, one of the
many human resource management systems used by organisations to achieve
their targets is performance appraisal. Furthermore, logic tells that organisations
exist so that they can serve communities, and if they cannot serve community
needs, their existence could be threatened. So appraisal, as a measuring system,
on whether goals of the entity are met should be practiced with care and caution

because there are certainly as many benefits as there are disadvantages.
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2.7 PERFORMANCE APPRAISAL NEEDS A FOLLOW-UP AND IT
IS AN ONGOING PROCESS

Performance appraisal is not an event but a process. This process should be
such that feedback is done periodically and this will give better results. It is for this
reason that Schraeder et al. (2007:23) state that, providing feedback on an
ongoing basis was offered earlier as a general recommendation for enhancing the
effectiveness of performance appraisals. Schraeder et al. further argues that, it
has been acknowledged..that appraisals conducted more frequently may have
positive implications for both the organisation and the employee. It is therefore
only appropriate according to the information in the foregoing sentences that
appraisal should form part of the periodic planning hat characterise organisations
so that it does not become a separate and isolated activity inside the organisation.

2.8 TYPES OF PERFORMANCE MANAGEMENT AND.REASONS
FORIT.

There are varying approaches to performance management. A few of such
examples will be discussed below, though not exhaustively in order to throw some
light on the different methods employers use the measure employee performance.
Swanepoel et al. (2000:421) classify evaluation techniques in the following
categories: Relative rating techniques and absolute rating techniques.

One example of a relative ranking technique is called ranking. Ranking is done by
listing individuals according to their ability from the best performer to the worst.
The other one is called paired comparisons. In this type, an employee is compared
to another employee. This process is completed until all employees have been
compared with each other. In the next page, an example of the ranking system is
illustrated. The example quoted below is adapted from Swanepoel et al.
(2000:423).

TABLE 2.1 RANKING

John Sipho
John Mary

John Portia
John Peter
Sipho Mary

Sipho Portia
Sipho Peter
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Mary Portia
Mary Peter
Portia Peter

The results of the above exercise can be illustrated as below.

TABLE 2.2 RANKING RESULTS

Employee . Number of times chosen Rank
John 4 1
Sipho T3 2
Mary 1 4
Portia 2 3
Peter 0 5

The second type is called forced comparisons. This is a type of scale where the

evaluator assigns certain portions of workers to a particular category of tasks and
then evaluates them.

FIG 2.1 FORCED COMPARISONS

O @ DEast

superior above Average Below Poor
average Average

As adapted from, Swanepoel et al. (2004:423)

Absolute rating scales are the third type of appraisal. This method involves a
manager writing an essay describing an employee’s performance against set
standards. In the essay the manager would include an employee’s strengths and
weaknesses as well as suggestions for improvement.
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A manager can writes about an incident in which the behaviour of an employee
made him/her do the job effectively or ineffectively. The manager will be specific
to what the employee actually did. This one is called the critical incident report.

The fourth one is called, checklist appraisal. In this instance, the manager makes

a list of behavioural descriptors and marks or ticks them off against the employee’s
behaviour. The example is illustrated below.

TABLE 2.3 THE CHECKLIST APPRAISAL

DESCRIPTOR - | YES NO
Punctuality v

Accuracy v

Work up to date v
Neatness v
Meets set targets v

Source: Swanepoel et al. (2000:424)

The fifth method is called the adjective rating scale. It is developed to rate the
employee's effectiveness. It could be anything that may range between zero and

five or and other scale preferred by the manager. Below is an example of such a
scale.

TABLE 2.4 THE ADJECTIVE RATING SCALE

1.never 2

5 always
The employee is honest
1.never 2 5 always
The employee knows the job well
1.never 2 5 always

Source: Swanepoel et al. (2004:424 )

Management by objectives (MBO) is another measuring tool. This method entails
management motivating employees and encouraging them to perform without
specifying details of how work should be done. With it, managers and employees
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agree on set goals. Supervisors assist employees reach goals. Managers and
employees review at an agreed time whether objectives have been met.

The aim of MBO is to improve the performance of the organisation by aligning
individual goals with the goals of the whole organisation. In MBO employees set
goals themselves, in fact they have input as to goals to be achieved, the dates and
the extent of the achievement of such goals. The evaluation of progress towards
the achievemerit of the set objectives is an ongoing process.

The 360 degrees appraisal is such that an individual's performance data is
gathered from sources such as peers, customers, managers and even sub-
ordinates. The explanation above is captured by Sanwog (2008:16) when he
argues that, accordingly, it is suggested that the 360 degree appraisal process, in
which performance of employees is judged by superiors, subordinates and
colleagues as well as by employees themselves e suitable. As a result of
gathering information from a variety of sources, then a more objective view of the

appraisal can be arrived at. In fact Amos et al. (2004:73) illustrate the 360 degree
appraisal as in the next page:-

Fig 2.2 THE 360 DEGREES APPRAISAL DIAGRAM.

Supetiror

Relevant Peers

Sub-ordinate

Source: Amos et al. (2004:73)

The basic purpose behind performance management is that organisations need to
be certain that employees perform according to set standards. Therefore, the
researcher is of the view that an organisation before zind after performance

management is introduced cannot be the same. Similarly schools have to
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demonstrate an increased level of efficiency after performance management was
introduced. Noe ef al. (2004:242), state that, organisations establish performance
management systems to meet three broad purposes: strategic, administrative and
developmental. These authors mention that strategic purpose means
organisations’ performance management helps them meet their business
objectives. The administrative purpose helps business make decisions about
salary, benefits etc and lastly a developmental purpose assists in developing
employees’ knowledge and skills. Furthermore, Noe et al. (2004:243) argue that,
a performance manageme‘nt system should aim at achieving employee behaviour
and attitudes that support the organisation’s strategy, goals and culture.

2.9 PERFORMANCE MANAGEMENT IS BUREAUCRATIC AND
THREATENS THE INDEPENDENCE OF EMPLOYEES.

In the case of schools in particular, there is a feeling that there are too many
prescribed systems to which teachers are supposed to comply. These
prescriptions come from Head Office down to teachers. Examples of such
systems are learner promotion criteria, syllabus, curriculum etc. Performance
management is, as well classified under a myriad of dictates from above. Darling-
Hammond 1990, (as cited in Fitzgerald ef al. 2003:94) states that, schools are
agents of government that can be administered by hierarchical decision-making
controls. Policies are made at the top of the system and handed down to
administrators who translate them into rules and procedures. Furthermore,
Fitzgerald et al. (2003:94) emphasises this view when he says, in this model, the
professional voices of teachers are not heard.

In the same vein, Storey (2002:323) notes, within the specific domain, of schools
for example it has been argued that performance management represents a threat
to teacher professionalism and autonomy. It may be correct to assume that, as a
bureaucratic tool of government performance appraisal may not be liked by
employees. Therefore, all that is associated with it, even if it is to the advantage
of employees, they may not be able to see it as such, hence the problems
identified in the statement of the problem earlier in this text.
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2.10 PERFORMANCE MANAGEMENT SHOULD BE ALIGNED
TO ORGANISATIONAL STRATEGY.

The goals of the organisation are achieved using personnel or employees.
Therefore the goals of employees should be tied to the goals of the organisation.
For example, in a school situation, one strategic goal for a particular year could be
one hundred percen't pass for Matric learners. If that is the case for the school,
then it is logical that the goal of every register teacher in Matric should be one
hundred percent pass for their own classes and those of subject teachers should
as well be one hundred percent pass as well. Such, is the logical link between the
goals of the individual and those of the organisation.

Schraeder (2007:21) states, ideally, organisations strive to rmatch individual goals
and performance to the overall objectives of the organisation. It would not be ideal
that one register teacher's most important goal for that year is the collection of
school fees from all learners in that class. |f this happens, then, a lot of effort is
going to be spent on developing mechanisms for maximum collection and the
hundred perce:nt goal would suffer. This is how an entity may have goals running
parallel to those of the organisation.

Furthermore, if a school wants one hundred percent pass for Matric, then the in-
house training and development programmes should be such that educators
receive training in their areas of deficiency. Kanyane et al. (2009:61) state, along
these lines, performance management could be considered as a system that

provides a link between the strategic objectives of a department and actual
performance of an individual.

2.11 PERFORMANCE MANAGEMENT CAN BE UNPRODUCTIVE

Although performance management is done with good intensions there are a lot
of problems associated with it. Some of these problems will be discussed below.
The situation under which performance appraisal takes place is said to be
threatening. Townsend 1995 (as cited in Fitgerald et al. 2003:96) argues that
appraisal is often a threatening process, even for those who value and promote its
benefits. In the same spirit, Darling-Hammond 1983 et al (as cited in Fitzgerald et
al. 2003:96) note that, the sense of suspicion and anxiety is greater in a

hierarchical system where a superior is evaluating a teacher's work for

21



bureaucratic purposes. The threatening part of the argument is such that the
employee may not be sure how the results of the process would affect him. That
is why it is important that the purpose should be known to the appraisee.

Furthermore appraisal is viewed as interference from outside. Literature suggests
that teachers would be at ease appraising themselves as colleagues other than
having appraisal imposed from elsewhere. For example, Brownie 1993 (as cited in
Fitzgerald 2003:95) argues, if there were a genuine respect for teacher’s
professionalism, they could- then appraise their work collegially as a community of
professional colleagues in their particular school site. With this approach he
believes educators could develop a meaningful knowledge about their work. Still
on the matter of control from outside, Nickols (2007:20) adds that, the problem at
the heart of performance evaluation is that they represent external control.

Stereotypes are viewed as an impediment to performance appraisal .and may as
well render it unproductive. To articulate this view, Fiske 1991 (as cited in Wilson
and Jones 2008:59) notes, specifically, sex role stereotypes can play a significant
role in the evaluation and perception of women at work. In fact, Baltes ef al.
(2007) (as cited in Wilson and Jones 2008:60) mentions that, specifically, negative
stereotypes impact performance ratings. An example to this phenomenon is given
by ligen and Youts 1990 (as cited in Wilson and Jones 2008:60) when he states,
for example, a manager may treat a minority subordinate with less immediacy,
maintain greater physical distance during interactions, have less eye contact and
spend less time with this individual. The result of such an interaction are said to
be uncomfortable and less productive performance appraisal.

Selective use of information is also said to be in the way of fair appraisal. This can
be illustrated in the fact that people use their pre-conceived ideas about others
and when they get into an appraisal interview, they want to confirm their beliefs
instead of appraising what they actually see in people. Wilson and Jones
(2008:60) argue, for example, if one believes that blacks are athletic, raters will

look for examples to confirm this stereotype, rather than examples that will
disconfirm it.

There is a feeling that raters can be tempted to rate those similar to themselves

more fairly than those not similar to themselves. Arvey and Campion 1982 (as

cited in Wilson et al. 2008:60) note that, attitudinal and racial similarity have been
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found to affect evaluations of job candidates; perceptual similarity between
manager and subordinate has been shown to significantly influence performance
ratings. When goals are set too low, this is said to potentially render appraisal
unproductive. Nickols (2007:14) argues that, Tauo Jokinen, a product
development manager with Nokia, mentioned that performance appraisal systems
actually erode performance over time as a result of people setting goals that are
achievable, thus ensuring a decent appraisal. This appears to mean that, with the
introduction of appraisal system, employees tend to set goals that they know are

easy to achieve and ance achieved save them of the possibility of a punishment of
some sort.

Among the many wrongs associated with performance appraisal, is that, it is
expensive run. Viewed as expensive, one can deduce that it is counterproductive.
Law (2007:20) observed that, it should be noted that typically performance
appraisal systems are expensive to run. Furthermore, expenses associated with
appraisal include purchasing appraisal software, purchasing appraisal consulting
services, designing printing, copying, filing, and distributing appraisal forms. A

deduction can be made that money used to run appraisal should be diverted to
some other worthy courses.

Deming 2000 (as cited in Law 2007:19) mentions that, in practice, annual ratings
are a disease, annihilating long term planning, demaobilising team work, nourishing
rivalry and politics, leaving people bitter, crushed, bruised, battered, desolate,
despondent, unfit for work for weeks after receipt of rating. This statement is
illustration of the pain performance management can have on employees.

Certainly an entity with employees going through what is described above may not
be as productive as it wishes,

Another author, Lee 2006 (as cited in Law 2007:19) states, appraisals have been
said to inspire hatred and distrust among employees. It is logical to make a
deduction that an employee may find it difficult to accept as fair and square, an
appraisal record from one they do not trust. This factor, as well, could render

appraisal unproductive because the subordinate may not know whether or not they
have been cheated.

Other writers contend that appraisal lowers the morale of the employees. Once
the morale is down the organisation may not function productively enough.
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Nickols (2007:14) states, this means that people are praised and rewarded or
cursed and punished for factors beyond their power to influence, let alone control.

Values subscribed to by managers and not necessarily employees can be
imposed on employees using performance appraisal. Naturally there could be
employees who would not take kindly to that because they too have their own
values but unfortunately as they have no power to enforce them, comply
unwillingly. Nickols (2007:14) states, a military officer with a Ph.D. who was
stationed at Pentagon and who wished to remain anonymous, observed that
performance appraisal systems serve to institutionalise the values and prejudices
of those in power and to protect these values and prejudices from challenge.

Another concern about appraisal is its emphasis on an individual employee. The
fact that employees are appraised individually is said to compromise team spirit.
The feeling therefore is that the importance of teamwork need not be down—played
by performance measurement. That is why Law (2007:19) maintains that, in fact
trying to apportion credit or blame to individual members of a team, the appraisal
process undermines teamwork substantially. This individualistic process is judged
to be detrimental to organisational wellbeing.

Performance appraisal at times is nothing more than a bureaucratic ritual whose
purpose is to fulfil directives from outside of organisations without any value to
people and their organisations. Bowles and Coates 1993 (as cited in Storey
2002: 323) note that, thus criticisms of appraisal suggest that it too easily
degenerates into a bureaucratic ritual, that it is an insidious form of management

control and that it is a tool that promotes and rewards conformity.

Tying appraisals to rewards is also an addition to numerous complaints about it.
To support this argument, Nickols (2007:20) argues that, this represents the carrot
in the carrot and the stick external control boss management. It is suggested that
employees faced with this style of management may develop jealousy. It is further
argued that financial reward can encourage employees to develop solvable
problems so that managers can notice how well they deal with them and ultimately
reward them. This unfair manner of accruing benefits by employees is certainly
taking advantage of a system and, as a result, unethical.
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Not only are those subjected to performance appraisal uncomfortable with it. Even
those in the implementation seat are. This is yet another of the pains associated
with performance review. Heathfield (2007:7) argues that, the manager is
uncomfortable in the judgment seat. This shows that both employees one either
side of the appraisal interview are not easy with it.

There is a contention that. performance appraisal does not work. Bevan and
Thomson 1991 (as cited in Spangenberg 2001:36) states, in a comprehensive
study by the IPM among 790 public and private organisations in the United
Kingdom, no evidence was found that improved organisational performance was
related to the operation of a formal Performance Management system.

2.12 PERFORMANCE MANAGEMENT HAS PROBLEMS OF
INACCURACY

Leniency is one of the most common errors in performance appraisal. It refers to
the inflation of marks for appraises. Once it happens, the organisation may not be
able to get an objective view of the performance of its employees. That there is a
problem of leniency is echoed by Curis ef al. 2005, (as cited in Shore and
Strauss 2008:600) when they argue that, leniency, the most common form of
rating inaccuracy undermines the goal of pay-for —performance programmes

since there is little or no incentive to improve mediocre performance, thus reducing
employee motivation.

As illustrated earlier in the text, managers allocate points to subordinates during
the appraisal interview. A common complaint is that scores may be inaccurate.
Latham and Mann 2006 (as cited in Latham ef al. 2008:220) states, a major
source of dissatisfaction appears to be the difficulty people have in providing an
appraisal that accurately reflects a person’'s performance over the relevant
timeframe. Furthermore Sinclair 1988, (as cited in Latham et al. 2008:221) argues

that, evidence suggests that raters are too generous when in a good mood and not
generous when in a bad one.

Another factor cited as a reason for inaccuracy is that there are too many
stakeholders in education with varying expectations. As a result it becomes difficult
for the system to congest the expectations so many people with different views
and expectations into one document with a set of criteria. This view is supported
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by Wilson et al. (2008:157) when they say, in summary the production of
education is a complex process, with multiple stakeholders including the
government and parents. This argument suggests therefore that the instruments

used for appraisal is bound to be imperfect and ultimately inaccurate in
measuring performance.

When rating multiple targets, appraisers often compare the performance of the
individual rated second to the performance of the individual rated first, says
Latham et al. (2008:221). .This is said to be among the reasons writers argue that
performance appraisal a process that is not accurate because in this instance, if it

is true, then employees will most likely always be at the mercy of those they follow
into the appraisal room.

The other reason for inaccuracy is a rater’s prior performance appraisal. This
argument tells that if a manager got a negative appraisal he/she is more likely to
give those under him/her a negative appraisal. Latham et al. (2008:226) observe,
the present study suggests that a predictor of one's future performance evaluation
is the performance appraisal of the individual who will be doing the assessment.

There are views that managers allocate points with uncertainty because there can
never be a system that accurately evaluates an employee’'s performance which is
flawless. This therefore makes way for arguments that appraisals are biased.
Latham et al. (2008:221) observe, in making an estimate of value under
uncertainty allocate point people often start at a potentially random anchor and
then make only incremental adjustments to it before arriving at their final estimate.

There are however, suggestions to counter inaccurate performance ratings. One
is that raters need to be trained. It is said with raters undergoing training on how
to do rating the process will reduce errors significantly. Schrader (2007:23) notes,
first raters should be trained on the performance appraisal process, policies and
appraisal forms. Furthermore Jenks 1991, (as cited in Schraeder 2007:23) argues
that, training should be predicated on written organisational policies and
procedures outlining the performance appraisal process.

The other suggestion is that the purpose of the appraisal interview should be
outlined and made clear to those undergoing reviews. Reasons for a performance
review can be varied, including such areas as salary raises, skills analysis for

26



training purposes. Wilson et al. (2008:65), state that, it is critically important to
clarify the purpose of the appraisal meeting. With so many reasons for appraisal
at play, then it may be possible that employees could approach the appraisal
interview with false impressions and only to be disappointed at the end. For
example, they could be hoping for a salary raise, only to be told after the process

that it was intended to evaluate their training needs and had nothing to do with
their salaries.

Employees should know and understand the process as well. That is, they should
understand ever detail about the instrument that will be used to evaluate them.
Armsterdam et al. (2005) (as cited in Schraeder 2007:22) note that, performance
appraisal should be based on a pre-established set of criteria directly related to the
employee’s job assignments. This is believed to decrease inaccuracies and
possibly render the process with lesser problems.

Kubicek (2004) as cited in Schraeder (2007:23) state, one increasingly popular
method for obtaining feedback from multiple sources is 360 degree feedback. The
360 degree performance feedback as discussed in the text above allows feedback

from many sources. These sources include supervisors, juniors, colleagues and
employees themselves.

If employees are not happy with the outcome of the appraisal interview, they
should be allowed to voice their unhappiness. In any relationship of any kind
people should be encouraged to state their unhappiness about anything that
affects their life. The researcher is of the view that, if employees dissatisfactions
are squashed and they are not allowed to tell managers when they are not happy,
then improvements as desired through performance appraisal may not come by.
Wilson et al. (2008:65) note, this is why it is important to provide mechanisms for

those who are dissatisfied with any aspect of the review process or its outcome to
state their concerns.

The other suggestion is that appraisal should not be treated as a separated activity
from the overall organisational processes. It should form part of the organisation's
culture and systems. Smither (1998)(as cited in Wilson ef al. 2008:66) suggests,

that (appraisals) should fit into broader organisational system and be consistent
with the organisation’s strategic objectives.
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Heathfield (2007:9) suggests that the elimination of the following in the appraisal
process:- numeric ratings, forced ranking of employees across the organisation,
imposed goals and objectives, the manager in a judge role with an appraisal
document completely written prior to the meeting, the annual meeting, the tie
between the performance appraisal and the employee raise.

The performance appraisal checklist is used to evaluate the appraisal system.
The table in next page is an appraisal evaluation checklist from Wilson et al.
(2008:66). It is another method which has been suggested to improve the
appraisal process in organisations.

Miller and Thornton (2006:160), advice that, ranking may be more accurate, but
they, can do more harm than good during employee feedback sessions. As
explained earlier in this text, ranking, is one of the methods used to appraise
employees and in it, they (employees) are compared against one another with the
best one place on top and worst one at the bottom. This is the system that is
argued to be potentially destructive to employees, especially those at the bottom.
It is suggested that rankings should only be used to assist the employee to

improve their ratings. This is one of the suggested ways of improving performance
appraisal accuracy.

It is argued that managers who have known employees for a longer period are
more accurate than those who have: known them for a shorter period. Miller and
Thornton (2006:160), state, managers who have known an employee for less than
a year are generally not very accurate in making appraisals. Therefore, it is
suggested that a determination should be made to know how long a manager has
known the employee before data can be analysed.

It is furthermore advised that an average score from different raters should be
calculated. This average score should be obtained from raters who are of the
same perspective, for example peers. In this way, then an improvement in
accuracy can be determined.

Another suggestion towards the improvement of accuracy is that many more
appraisal criteria or performance standards should be identified before appraisal is
done. Miller and Thornton (2006:160) observe that, provide at least 10 to 14 job
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factors to rate before the appraiser rates overall performance. In the next page, is
a diagram illustrating the performance appraisal checklist.

Table 2.5 A performance appraisal checklist.

UTILISATION CRITERIA
¢ Does the appraisal system provide a basis for:
Development of training curricula or identification of training needs?
« Promotion, merit"pay, bonus and/or disciplinary actions decisions? Does the  system
provide useful, credible data that is linked reward and punishment mechanisms?
« The detection of organisation-wide problems of manpower deficiencies to set
performance goals at the unit and/or organisational level?
« Does the system result ifi:
Disparate impact -
QUALITATIVE CRITERIA
* Do users of the system find it acceptable and fair?
Do users interpret observed behaviours in the same way ( e.g. is assertiveness a positive
or negative quality?)
Is the behavior to be assessed easily observable?
Are numerical ratings documented (justified) on the form?
Does the system take into consideration different constraints on job performance?
Can appraisal ratings be compared in different jobs, units, departments?
Are the appraisal data easily computerised for monitoring purposes?
How easy is the system to use?
Does the appraisal method meet equal opportunity requirements as outlined in the relevant
legally mandated regulations for employment decisions?
Source: Wilson and Jones 2008

It is suggested that once appraisals is accurate then organisations can be
successful. Maclean and Chelladurai (1995) (as cited in Sartore (2006:539) state,
the success of organisations and their employees is dictated by the accuracy of
feedback gained from effective performance evaluations. It seems this view
suggests that it could be possible to establish a performance management system
that is almost accurate to the point of being able to make an organisation
successful as is it the ultimate aim of appraisal.

Cameron and Sewell (2003:248) suggest the following components were
necessary for an effective and sustainable public sector performance management
normative framework. The first one is meaningful consultation with community
stakeholders in defining priority outcomes and in agreeing performance objectives
or indicators. The second one is clear definition of customer related outputs and
outcomes which the institution can realistically measure and achieve within its
resources. Thirdly, it is visible political and management commitment and pro-
active leadership of the performance management process. The fourth component
is clear linkages between the organisational performance objectives and individual
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performance indicators of the appropriate political, strategic and operational
management levels. A developmental, rather than a punitive approach is element
number five. The sixth element is_one of credible achievement measurement
criteria. On the seventh spot is accurate, timeous performance evaluation data
and feedback. Prompt and commensurate consequences whether positive or
negative are components of element number eight. The last component addresses

simplicity and flexibility in operation, yet with consistency in measurement
standards and consequences.

2.13 STEPS IN THE PERFORMANCE MANAGEMENT

Schultz et al. (2003:78) suggest the following model illustrated as a performance
management cycle:- Clarify expectations, Plan to facilitate performance, Monitor
performance, Provide feedback, coach, counsel and support, Recognise good
performance. These are the steps as suggested by the said authors.

This step is about the discussion between the manager and the subordinate where
clear objectives of the job are set and a mutual understanding is reached.
Managers are discouraged from presenting the initial discussion as a briefing in
which the manger convinces the subordinate about their expectations.

The next step is about planning to facilitate performance. Managers need to plan
in such a way that whatever they do makes it possible for subordinates to perform

their duties. Their planning should not stifle subordinates’ delivery of
organisational objectives.

Monitoring performance stage entails watching if the set objectives are being met.
This is done by what Schults et al. (2003:78) call Management by wandering
around which is walking around to see if employees are achieving their set

objectives. This could as well be done by making telephone calls or writing reports
on performance.

After performance has been evaluated, the managers should inform subordinates
about the result. This stage is called provision of feedback. If performance is
below par then the manager should redirect and assist the employee in the right

direction and if it is up to standard, then praise and recognition should be made.
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Coaching, supporting and counselling which from the last step are appropriate if
the performance is below standard. Various reasons why performance is such

should be explored and the necessary assistance provided in a manner that
demonstrates empathy.

Good performance should be recognised and praise or a thank you message
motivates the employee to do well. Recognition could be done by way of prize
giving, bonuses, promotion or any other way.

Meyer and Kirsten (2005:62) differ slightly with Schults et al. in that their
performance management approach has only got five steps and they are:

Performance planning, Performance support, Performance review, Performance
discussion and Performance follow up.

The planning stage of performance management involves the development of a
system that can be used to monitor performance. It further includes the
clarification of performance objectives. Purpose of the job, Critical performance
areas, tasks and performance standards should be elements of a performance
plan. The next stage of performance support is about providing an employee with
an opportunity for performing. It involves provision of resources which could be
equipment, space, motivation, regular meetings, feedback etc.

The Performance review stage entails the actual evaluation of employee
performance. According to Meyer and Kirsten (2005:62), Performance
management should be monitored and assessed on an ongoing basis. At the
stage of performance review actual standards attained are measured against
goals set at the beginning of the process.

The discussion stage follows a stage where a manager would have completed the
evaluation form. This discussion is about areas of performance where the
employee has performed well and those in which he/she did not perform well.

This discussion will include new specific objectives mutually agreed upon between
the employee and the supervisor.

After the discussion as stated in the paragraph above, then the manager and the
employee should agree on the new development plan which will as a matter of fact
be followed up by the manager during the period in question.
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The process of performance management is illustrated in the analogy of an
aeroplane flight. This analogy seeks to show that performance management has
the starting point and the end point. Upon embarking on the journey of
performance management participants show have a picture of the whole process
from the beginning up to the end. About the beginning of the appraisal process,
Srinivas (2009:85) argues, the starting point is a clear understanding of the current
reality- as it is, not as it should be.

The second stage of the process is said to be the destination. In this analogy the
destination is that actual goal to be achieved at the end of the process.
Organisations should always have in mind what they want to achieve with the
appraisal process. With a view of what is to be achieved, then can the entity
structure is appraisal process and align to the business goals.

The third stage is the path to reach the goals. This path in the context of an
organisation is the how part of engaging in the management of performance. In
other words, it could include the choice of the appraisal method that would serve

as a path to help the organisation reach the destination safely or reach the goals
of performance appraisal.

The fourth stage is variation. This is the stage where the participants in the
appraisal process should know where they are in relation to their desired
destination/goals. Knowing where they are would be beneficial if they have

steered off course because they would be able to make proper adjustments to get
back on course.

The last stage is about how to get back on path. As in the case of flying an
aeroplane, participants should know exactly how far they are from their desired
goals or the extent to which they have achieved their goals. In short, the analogy
of a flight illustrates that, participants should know where they are in relation to
their goals, what the goals are, which ways to follow towards goals, if there is any

deviation from agreed ways they should know and lastly how to get back to the
agreed method.

According to Kanyane ef al. (2009:59) note, the four performance management
activities are, namely, Performance Review, Continuous Appraisal, Performance
Improvement Programmes and Reward Reviews.
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Russel and Russel (2010:47) have suggested the following cycle as one for
performance appraisal. They call it a great performance cycle and it flows as
follows: define great performance outcomes, develop goals and strategies and
take action to achieve outcomes, provide support (training, resources, tools
information, feedback etc), evaluate performance, provide logical consequences
for performance outcomes and Make improvements.

The definition of great performance outcomes entails the identification of value the
performance of a particular task will add to the organisation plus the knowledge of
how that value would be measured. Such a value should be seen from the view of
the customer, the colleagues and the organisation at large.

The second stage is the development of goals and strategies plus taking action on
them. The emphasis is on taking action on developed goals because it would be
unwise to develop them and not take action on them.

The third stage is the provision of support. The organisation should know how it is
going to provide support to employees in helping them achieve their goals. The

tools, training needs and every other thing that is required to support employees
should be known and provided.

The fourth stage is the evaluation of the performance. At this stage the rater
should tell if the employee has reached his goals or not. He should be in a
position to tell how he knows that or how he came to that conclusion.

In the sixth and seventh stage are the logical consequences and the making of
improvements. The organisation should at this stage tell if there are positive or
negative consequences. In making improvements, the business should be able to

recommend such improvements. After this stage then the process begins again.

Analoui (2007:211) states, the appraisal process determines how set objectives
are achieved in accordance with specific standards. The appraisal process
according to Analoui (2007:211) has the following stages: establish performance
standards with employees, mutually set measurable goals, measure actual
performance, compare actual performance with standards, discuss the appraisal
with the employee and lastly, if necessary initiate corrective action.

The establishment of performance standards is about taking into account job

descriptions and job analysis and agreeing on what is to be achieved in relation to
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them. Such goals would be aligned to the organisation’s grand strategy. In this
way employees would not guess what is required of them.

The second stage is about setting goals that are mutually measurable. The
employee should for example know that they have to produce one thousand bags
of cement of a certain quality every day. Thirdly, the manager should measure
performance. It should be measured according to the initially agreed criteria.

In the fourth stage, managers should compare the actual output with the agreed
one. If it were one thousand bags of cement, then the manager should measure if
one thousand bags of cement have been produced.

The fifth stage is the discussion of the appraisal. This is a sensitive stage as it
entails talking about an employee’s ability and contribution to the organisation’s
output and should therefore be done with the necessary caution. The manager
should however be frank about the judgment. Lastly, it is the identification of
appropriate intervention if it is needed. It is actually a stage were developmental
needs of the employee are taken into account and recommendations are done.

2.14 RESEARCH QUESTIONS

The literature that has been studied thus far reflects that there are many
performance appraisal methods for organisations to select from. Furthermore, it
reflects that some authors have called for the total abandonment of the system
while others argue that it is in order for organisations to carry out performance
appraisals. Most importantly, it has become clear that employees do not like
appraisals. This study will, as a result, be guided by the following research
questions: What are the attitudes of teachers towards IQMS? How important is
IQMS in an educator's work? What can be done to improve the current
performance management system for schools?

2.15 CONCLUSION

There are countless arguments for and against performance appraisal. The
process of performance appraisal is certainly not a simplistic process whose
implementation can be guaranteed to raise organisational performance to another

level. As seen thus far, the process itself has the potential to break the
organisation apart.
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Furthermore there are concerns about the process’ inaccuracy, bureaucracy as
well as suggestions that performance appraisal be done away with. The reasons
for inaccuracy have been discussed. That the system is bureaucratic has been
discussed as well, including the reasons for the abolition of the process.

The value of the literature review thus far is such that, at the beginning the
researcher held a very myopic view about the system. It was myopic in the sense
that the possible disadvantages were under-estimated and the researcher could

only see the advantages. Another value comes in that different authors prescribe
different approaches to appraisal.

Thus far, it seems there is no easy way of doing performance appraisal. There are
as many challenges as there are benefits. The researcher initially thought of it as
a process with minimal problems but it has emerged that there are many. Not only
did the researcher dwell on the negative aspects of appraisal. The afguments for
the benefits associated with appraisal were also discussed. It appears therefore

that, whether or not performance appraisal benefits the organisation may be up
the creativity of the leadership.

Management creativity could be about choosing the right method, applying it
correctly, and keeping negative elements to a reasonably minimum level and reap
possible benefits out of this human resource function. For example, it has become
clear that at times, the problems are the method used and in other areas it is not
the method but the approach to the whole system.

In the next chapter focus will be on research methodology where a discussion on
how the research will be carried out, sampling, population etc, will be discussed in
more detail.

35




CHAPTER 3

RESEARCH METHODOLOGY
3.1 INTRODUCTION

In the previous chapter the researcher made a survey of literature on
Performance Management, 'studying various definitions and interpretations.
Research questions as stated were not unanswered. Nkatini (2005:29) states
that research methodology should be seen as a system through which a
researcher is able to collect, analyse, and interpret data in order that the

research aims and objectives may be achieved. This research in particular will
be a quantitative research.

The research questions are: The study will be guided by the following research
questions: What is performance management? Does performance
management improve school performance? What can be done to improve the
current performance management system for school effectiveness?

The aim of the study is to attempt to find ways to improve the current
performance management system in schools, to find out if performance
management does improve schools and to highlight weaknesses if any, in
IQMS. In order to do this, it is important that data be collected from schools
and thereafter interprets data from such schools. In this chapter, the
methodology of research which will be used will be explained under different
headings. Furthermore, the method of collecting data, the population,
sampling, size will as well be explained.

3.2 RESEARCH TYPES

3.21 QUALITATIVE AND QUANTITATIVE RESEARCH

Literature reveals that there are two types of research methods and they are
qualitative and quantitative research. A researcher may use one of these or both
and the use of both methods is called triangulation. According to Descombe
(2003: 237) quantitative research has the following type of data, nominal data,
ordinal data, internal data, ratio data, discrete data and continuous data.
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Nominal data

It comes from counting things and placing them in a category. This method is
classified as the lowest in terms of statistical manipulation.

Ordinal data

Descombe (2003:237) argues that, like nominal data, ordinal data are based on
counts of things ass-igned to specific categories, but, in this case, the categories
stand in some clear ordered relationship. There is a head count done to these
participants. In this type of data, there could be a scale used, for example a four
point scale where pariicipants could state whether they agree or not.

Interval data

Descombe (2003:238) says, Interval data are like ordinal data, but the categories
are ranked on a scale. An example of an interval data could be months of the
year. For example January, March, May, July, September, December. The
interval between these months is that they have one month in between. The
difference between the interval can be obtained by subtracting only.

Ration data

In this case, the comparisons between data are done in ratios. The difference
between moths of the year cannot be done in ratios because there is no zero

month. It is classified as the highest level of data in terms of mathematical
manipulation.

Discrete data

Discrete data is data that seems to imply that certain phenomena may exist in
halves or quarters depending on the mathematical calculation. For example data
could be such that the average number of schools per district is one and a half, but
in real terms there is no half school.

Continuous data

This is the type of data that would deal with age, height, weight etc. This type of
data is classified as continuous because it is never constant. In dealing with such

data as this, the researcher could use the nearest possible unit to aggregate the
numbers.
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As explained in beginning of this section, another type of research is called

qualitative research. It is the interpretation of data that is very important in this

research. The difference between qualitative and quantitative research are

illustrated below.

Qualitative

Quantitative

Counting only if clearly necessary

Bias towards counting

Favour greater personal investment
in the data

Favour a more detached, impersonal
orientation towards data

Encourage substantial flexibility in
research procedures — no strong
prototyping models to follow.

There are relatively clear mental
model for research designs — more
rule driven

Focus more on understanding
organisational processes and less
predicting outcomes.

Focus more on predicting outcomes
and less on process variables.

Heavily grounded within the local
context in which the phenomena of
interest occur.

it is typically presented as more
context free and therefore more

generalisable.
As a result generalising empirical
results to a larger population or other
settings can be problematic.

More xplicit about participants’
reactions.

Table 3.2 Distinctions between quantitative and qualitative methodology.
(Source: Cassel & Symon's, 1994)

Less focus on participants reactions.

3.2.3 RESEARCH METHODS USED IN THIS STUDY

The qualitative approach as can be seen in the table above serve different
purposes to those served by a quantitative one. The qualitative approach is a little
more flexible in terms of the approach but the qualitative is somewhat structured.
In this study, the researcher will use the structured quantitative method by way of

employing the use of questionnaires. These should help to answer the \three

research questions.
3.2.4 DATA REQUIRED

Secondary data are information collected by individuals or agencies and
institutions other than the researcher him or herself, Welman et al. (2006:149).
This type of data is equally useful though sometimes discouraged, in conducting
research. The other type of data is primary data. This one is the opposite of
secondary data. Welman et al. (2006:149), defines it as, original data collected by
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the researcher for the purposes of his or her own study at hand. This is the type of
data that this researcher uses in this particular study.

3.3 DATA COLLECTION METHOD
3.3.1 QUESTIONNAIRES

Nkatini (2005:30) states that, these are sets of questions that must be simple and
short, unambiguous, understandable, not double barrelled, and at the same time
they should not be leading the respondents. Only questionnaires will be used to
gather data. Questionnairé‘s will be prepared and distributed to local schools. The
researcher will hand deliver questionnaires to school managers and agree on the
date and time for the collection thereof. The purpose of agreeing on the date and
time of collection is to improve response rates. Furthermore a few days before the
date of collection, the researcher will call the school manager to remind him or her
about the questionnaires.

The questionnaire will consist of three parts. The first part will ask respondents for
their permission to allow me to use their responses for academic research. In this
section they will be expected to complete their initials and surname and then sign
the permission. The second part will consist of the biographical information of the
respondents. The last part will be the IQMS section where participants will be
expected to respond to questions in the questionnaire. These will be simple and
straight forward questions divided into attitudes of teachers towards IQMS, the
importance of IQMS and lastly, the improvement of IQMS.

The outline of the questionnaire can be summarised as per the table that follows:-

Part 1 Permission to use participant's responses for
academic research.

Part 2 General particulars of participants

Part 3 Attitudes towards IQMS, importance of IQMS and
improvements to |IQMS.

3.3.2 SAMPLING METHOD

Lunenburg and Irby (2008:167) state that, the reason for selecting a sample is to
gain information concerning your target population. The target population for this
study is teachers, principals and deputy principals of schools around Mafikeng.
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There is no particular interest in the age of participants, what is important for the
researcher is their positions in different schools.

3.3.3TYPES OF VARIABLES

A quantitative research results in variables from each question posed. Therefore,
a variable is an empirically observable characteristic of some phenomenon that
can take more than one value or response. This therefore means that there are as

many variables as there are questions. The types of variables are discussed
under item 3.2.1.

3.4ETHICS

According to Rudestam and Newton (2007:276), the two main ethical issues
pertaining to using subjects in social science research are the need for fully
informed consent to participate and the need to emerge from the experience
unharmed. It is for this reason that the researcher has included in the
questionnaire, a section where participants give the researcher permission to use
their responses and at the same time the researcher promises them anonymity.

Furthermore, Welman et al. (2006:181) mention that, ethical behavior is important
in research and any other field of human activity. Plagiarism will not be done in

this study and if some other researcher has done the same study, that staudy will
be acknowledged in this one.

Before this study is carried out the researcher will do a thorough study of literature
on performance management with a view to finding out what has already been
found in research on performance management.

The falsification of results is another matter of ethics in research. The results as
will come out will be presented as such even if they would prove different to what
the researcher anticipated. Welman et al. (2006:181) further states that the
general principle usually invoked in codes of research ethics are firstly, that no
harm should befall the research subjects and secondly that subjects should take
part freely, based on informed consent. All respondents will not be coerced into
completing the questionnaire or will be incentivised to partake.
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3.5 LIMITATIONS

The key limitation to the project is the ability of the researcher to get as much
response from participants as is expected. Normally people are reluctant to take
part in research questionnaires. So, the number of questionnaires may not be
enough to represent a population selected.

The study will be limited by such factors as distance between schools. The area in
which the research is done is vast and the schools are far apart from one another.
Distance will therefore present a budgetary constraint. It will be overcome by
preparing a special budget for this. The researcher will apply for a study loan from

either a bank or any other institution. The researcher's car will be used to travel
the area to collect data.

3.6 CONCLUSION

This chapter discussed the theory of research methodology as well as the
envisaged approach that the researcher will use in conducting this research. It
discussed the difference between quantitative and qualitative research, data

collection methods, sampling, types of variables as well as ethical considerations.

The next chapter will present the findings of the study. These findings will be
discussed in terms of how they respond to the research questions.
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CHAPTER 4

DATA ANALYSIS AND DISCUSSION
4.1 INTRODUCTION

The problem under investigation is such that educators complain that IQMS is an
unnecessary waste of time and energy. Secondly, educators complain that the
one percent of the educator’s salary that is paid by the Department of Education to
those who qualify after appraisal is too little. Another common complaint is that
educators overrate themselves by allocating themselves too high marks and

render the system worthless. Intimidation by supervisors is a common complaint
by teachers during the appraisal period.

The research questions posed in this study are aimed at evaluating the attitudes of
educators towards IQMS. The aim is to see if their attitudes are positive or
negative without forgetting the complaints as stated in the paragraph above. The
other research question seeks to find out if there is any importance attached to
IQMS. Educators are expected to give their opinions about the manner in which
the authorities handle performance management issues. The last set of questions
address ways in which appraisal of educators can be improved.

The layout of this chapter will have the following sub-headings:- the response rate,
demographics, the results of the investigation. The response rate will inform the
reader of the rate at which participants responded. The demographics will tell of
the respondents’ gender, age, educational level as well as the place of their origin.
The purpose of the demographics is to give the reader and indication of who the
participants are as well as their background.

4.2 RESPONSE RATE

Of the possible three hundred and twenty five respondents in the sample two
hundred and twenty six questionnaires were returned. This number represents
seventy percent of the original sample. This data was summarised on a spread
sheet and the statistics were calculated using SPSS. The researcher has tried
many times to meet the actual requirements for the sample. The statistics that
follow will demonstrate that the student followed strict rules and the sample was

randomly selected. All names were allocated a number and a numbers were
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drawn. If somebody did not complete a questionnaire the next number was drawn
and the person used. In this way the sample could be regarded as representative.
It is also acknowledged that, should somebody else want to use the results, they
first test the results in their organisation before it is used to confirm the results.
Graphs were drawn using EXCEL.

4.3 DEMOGRAPHICS

This section will discuss the demographical profile of the respondents in the
sample. The demographics will be classified into the participant’s age, their
citisenship, their educational level, their place of origin as well as their race. The
other classification of the respondents is that of their ranks in their place of work.

Figure 4.1 Race of the respondents
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The graph above shows the racial classification of the respondents. It is evident
that the majority of the respondents are of African origin. This is so because the
majority of educators in the area under investigation are African. There are very
few Coloured, White and Indian educators in this area. In fact such groups are
more concentrated in the urban part of the population. In the sample there was

only one formerly white school that was selected and that could explain the low
turnout of non-African respondents.

Figure 4.2 Rank of the respondent
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The figure above demonstrates that the majority of the respondents in the sample
are in managerial positions at schools. The reason for this is that the researcher
insisted that those in management should complete the questionnaire as they are
supposed to be information rich. Heads of departments, Deputy principals and
principal are supposed to possess a lot of information on management issues
especially performance management matters. Furthermore, as can be seen, there
are fewer Deputy Principals than principals because some schools do not have
Deputy Principals depending on their classification.

Figure 4.3 Qualifications

The academic qualifications of the respondents are summarised in the graph
above. The researcher included in the demographics the respondents’
educational qualifications so as to observe if there could be a trend determined by
such qualifications. As for the opinion on this matter from the literature survey, the

researcher could not find anything to suggest any bias in terms of educational
level of people.
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The reason for the section called other on the academic qualifications is motivated
by the fact that there are teachers who have been teaching for many years without
the necessary Diploma or degree. The government had given them time to
improve their qualifications. It would be interesting to observe how this group
views performance management because their experience in the classroom is
longer than most highly qualified personnel.

Figure 44 Ages of Respondents
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It must be noted that respondents had to be representative of all educators in all
managerial and non-managerial positions available in the school. Naturally, before
an educator can be promoted to a senior position, a prescribed experience in the
number of years teaching is usually stipulated. This could range from two, three or
four years experience. It is for this reason that the highest number of respondents
belong to the age group forty year and above.

Figure 4.5 Citizenship
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This study is conducted in South Africa. The majority of the people staying in
South Africa are South Africans. And therefore the majority of educators in South
Africa are South Africans. This is what explains the reason why there are more
South Africans in the study than there are people from outside South Africa. With
the skills shortage in areas of Mathematics and Science the government sought to
recruit educators in these subjects from outside the country and this is why there
are a few respondents who grew up outside South Africa.

4.4 RESULTS OF INVESTIGATION

In the paragraphs that will follow from here will be an interpretation of the survey
results. This interpretation will be done while at the same time a consideration of
the theory behind performance appraisal will be taken into account as well as how
the results relate to the research questions asked. The research questions were

on the feelings of people about IQMS, its importance and the improvement of
IQMS. These results will be analysed with all variables in mind.

Figure 4.6 Feelings about IQMS
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In general, as seen in the review of literature, employees do not like performance
appraisal. Though employees would not generally like performance appraisal
some authors argue that it is beneficial to organisational growth. For example,
Fitzgerald et al (2003:103) notes that performance appraisal is a way in which
teachers in New Zealand schools can reflect on and improve the quality of
teaching and learning in schools. This assertion could be the reason why 67.6%
of the respondents feel positive about IQMS. This is however in direct contrast to
what the problem of the study is. The problem statement is such that there are too
many complaints about IQMS. Maybe the results are as they are because the
problem may not be IQMS itself but the management thereof.

Figure 4.7 1QMS is handled consistently
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This again is the direct opposite of what the problem statement claimed. 68,5% of
the respondents feel IQMS is handled consistently. The theory from literature
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review is such that performance management has problems of inaccuracy.
However, in this study, respondents feel otherwise. It could be that they did not
quite understand the reason for the study and may have been unfaithful in their
answers. Moreover, in the final analysis, despite complaints about IQMS, the
reasons for the existence of appraisals are very positive. Therefore, the benefits
could be out-numbering the negatives, hence the positive feeling about its
consistency. The 31% that ié negative is however not insignificant.

Figure 48 |QMS is objective enough
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The process of IQMS is such that supervisors allocate scores to subordinates.
This score is used to determine whether subordinates will qualify for a once off
one percent salary payment in that year. This alone has the potential to cause a
lot of unhappiness if the people are not happy with their scores let alone if such
scores disqualify them from additional financial benefits. Literature reveals that
there are as many benefits as there are demerits for performance management.
65% of the sample is negative towards IQMS and this is in line with what is in the
problem statement. The problem could be that the instrument itself, though
applied with good intensions does not resonate with what is pertinent to teachers
themselves, hence the feeling that it is not objective enough. The manner in which
IQMS is implemented is such that during the year many managers do not pay
attention to appraisal and only get to do it in the last term without any intention to
improve performance but to fulfil bureaucratic responsibilities of completing forms.
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The fact that as many as it is evident in the graph, many educators are not happy
with the scores they get or are not happy with the application of appraisal.

Figure 4.9 Rate the application of performance standards to everybody
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Performance standards refer to those areas of performance that are measured in
IQMS. For example one performance standard is called the creation of a positive
learning environment. In this performance standard and educator is allocated
point out of four. Four denotes that the teacher is able to create a positive learning
environment in the classroom and one shows that the teacher is unable to create
such an environment. It is however interesting and surprising that respondents
say as illustrated on graph 4.8 that IQMS is objective enough, but on graph 4.9
say they are positive about the application of standards. Under normal
circumstances what is not objective enough cannot rate so highly about the
application of performance standards. The reason for this could be that on their
own, standards are uniform to all educators. There are no separate performance
standards for some teachers and different ones for other teachers. They are
applied uniformly across everyone. In fact principals have their own standards
which are different from those of teachers. So this shows that there is uniformity in
the application of standards. The researcher suspects that respondents
misinterpreted the question to be about performance standards alone and not as
they are used to measure educator performance.
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Basically what is demonstrated by the graph is that there is no ambiguity or
unfairmess on the application of standards across educators in the system. The
same standards that apply in one school are applied in other schools.

Figure 4.10 IQMS should help determine your bonus
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The literature on performance appraisal is almost equally split in the middle on the
merits and demerits of appraisal. It is interesting to note that in almost the same
way there is a 50/50 split on whether or not appraisal should be used to determine
teacher bonuses. The researcher's interpretation is such that those confident
about their ability would argue for bonuses determined by appraisal records and
those not sure of themselves would argue against it. What is however strange is
the fact that 77% of the sample say that IQMS is not objective enough but almost
half the sample say they want it to determine their bonus. The researcher could
not find anything on the relationship between appraisal and bonuses.

Figure 411 IQMS is rated important enough by the Department of Basic
Education
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The reason 40 percent of the sample feel that the Department of Basic Education
does not put much importance to IQMS could be ascribed to the manner in which
it is administered. There are no specific funds allocated to the School
Development Plan from government. |f among others, the recommendation of the
SDT is such that there is a need for a new teacher, the government sometimes
fails to provide such a teacher even if a teacher had gone for maternity leave. In
fact more often than not, the recommendations of the SDT are never implemented.
It could be for this reason that some authors argue as seen in the literature review

that appraisal is a bureaudf.atic ritual with no effect on organisational development
and growth.

Figure 4.12 Feedback loop consistently applied
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This figure is an illustration of the fact that IQMS documents are not given the
necessary attention after appraisal. What this means is that there is never any
follow up from Head Office or District Office on the teacher's’ appraisal records.

According to Kubicek (as cited in Schrader 2007:23), one increasingly popular
method for obtaining feedback from multiple sources is 360 degrees feedback.
The fact that the majority of respondents feel that there is no feedback from the
government is in direct contrast with the theory of 360degrees feedback.
Although IQMS is not necessarily a 360 degrees form of appraisal, it would be
appropriate for educators to hear from government about their appraisal records.

Figure 4.13 Do you think anything happens to your IQMS record after it is
completed?
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IQMS records from teachers are supposed to inform the development of a school
Development Plan. It is the responsibility of individual educators to see to it that
their IQMS information is used to chart their development objectives which are
always written in the Professional Growth Plan (PGP). The fact that many feel that
nothing happens to their IQMS recordss means that, the school's development Plan
is not usually derived form educator's PGP's. There could be a misunderstanding
on the implementation of IQMS in schools or it could be that School Development
Teams do not inform staff about the activities around the development of of the
School Development plan (SDP).

Figure 4.14 Principal/manager know how to do IQMS
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It should be noted that of the 104 respondents who say principal know how to do
IQMS are principals themselves. They could not state that they do not know
IQMS. The implication of this split could be that some principal relegate the
responsibility of appraisal to others in the management teams or STD’s. this
therefore says they are not hands-on with appraisal matters at their schools. Itis a
known fact that when managers are not in the know themselves about projects or
programmes that should run in their schools, they would not know even when
things do not go right. This could explain why in figur4.11 64% of participants feel
that the Department of basic education does not take IQMS seriously.

Figure 4.15 1QMS evaluation is done fairly
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The fact that almost the same number that says it is fair equals that which says it
is not fair. On the negative side, Lee (as cited in law 2007:19) says appraisals
have been said to inspire hatred and distrust among employees. This act may
account for the 43 percent of the respondents who say that IQMS is unfair. This
implies that there are institutions with a lot of hiccups with appraisal. On the other
hand, there is this 57 percent that feel it if fair. The implication of this is that
problems that are cited in certain schools as stated in the problem statement are
not necessarily universal. There are some schools that run the process with
minimal hiccups. Or could it be that respondents understood the question to imply
that the questionnaire was about the evaluation of IQMS itself and not the fairness
of the process on them as individuals.

Figure 4.16 Receive feedback on IQMS
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After the observation of educator in practice, the Development Support Group
(DSG), is supposed to call the teacher concerned and discuss the outcome of the
evaluation with that teacher. This is feedback. If this does not happen, then the
process is mismanaged. During this feedback session an agreement should be
reached about what score to allocate to the teacher. The fact there are incidents
were teachers do not get feedback on their evaluation is a serious cause for

concern. At the end of the day, teachers are supposed to use that feedback for
self development or improvement.
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Figure 4.17 |IQMS at your school tied to the School Development Plan
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The School Development Plan (SDP) is a product of the IQMS records. The
development priorities of educators as indentified during class visits are compiled
into one document which becomes the SDP. What this finding implies, is that
86.7% of the respondents claim that the process as explained above takes place.
It implies that these respondents know the content of their school's SDP’s. this
further paints a very positive picture about appraisal in the schools. The13.3%
that feels that IQMS is not tied to the SDP need to be given information about
some of the management issues at school.

Figure 4.18 Honesty about my answers | am using during the completion of the
IQMS form.

300 — =
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During the process of collecting questionnaires, there were those people who did
not want to write their names on the questionnaire. It was intimidating to them
because they suspected that, the information the researcher was gathering, would
use it against them. This may explain why the three lied about their responses.
The researcher is of the view that, had it not been for the provision of respondent’s
names, the total outcome of the study would be different. It further appears that
respondents do not know of the ethical consideration observed by all researchers
that their subject should never be harmed by their participation in research
questionnaires. It further emerged that other researchers that had worked with
them, never asked for their names in their questionnaires.

Figure 4.19 It is OK for your supervisor/HoD to be subjective and give you an
average score then ask you to motivate why you need more points
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Some respondents feel that their supervisors are correct to be subjective and ask
for motivation because they understand the rationale behind 1QMS. The key
objective is to improve teacher performance. Managers may not be aware of
certain things educators do at school. Principal are not masters of all school
subjects. Therefore the need for further motivation by subordinates is in order.
This overwhelming majority in support of this approach by managers is suggestive
of the fact that IQMS is practiced correctly. It should be however noted that of the

226 respondents a total of 150 are managers and cannot oppose their own
conduct.
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4.5 MEASURES OF ASSOCIATION

In this section there is going to be a discussion on measure of correlation.

Correlation is defined as a measure of relation between two or more variables.
The coefficients of correlation used in this study will range between +1.00 and
1.00 where a perfectly positive correlation is represented by +1 and perfectly
negative correlation is represented by -1. 0 (zero) represents the absence of a
correlation. A positive correlation denotes that when one variable increases, the

other will as well increase and a negative correlation shows that when one variable

increases, the other will decrease or when one decreases, the other will increase.

The variables used in this study include among others, race, citisenship, age,
qualifications and questions one up to 14.

Table 4.1  Correlation
Ethni | Statu | Qualific Citizen
c s ation | Age | ship |Qu1 | Qu2 | Qu3 | Qud4 | Qus | Qué | Qu7
Spearma Ethnic Correlation |1.000 -.112| -.209" | 807  -[-128] |  -|-138] - -
|n's rho Coefficient 245 .323 318 |.388 .203 |.185

Sig. (2- .093| .002| .000| .000| .000|{ .053| .000| .000| .043| .002| .005

tailed)

N 225) 225| 225 225 225| 225 225 225\ 225| 225 225 225)
Status Correlation |-.112[1.000| .8467|.8427| -100| -057|.3477|  -|-.130|.8197|.8087| 864

Coefficient 408

Sig. (2- 093 .000| .000| .135| .397| .000| .000| .051| .000| .000| .000

tailed)

N 225 225| 225| 225| 225| 225| 225| 225| 225| 225| 225| 225)
Qualific Correlation -| 8467 1.000|.8497 -.1867|.1807| 4117| |  -|.8297|.7957|.826"
ation  Coefficient |.209 407 |.243

Sig. (2- .002| .000 000} .005( .007| .000| .000| .000| .000| .000| 000}

tailed)

N 225| 225 225| 225| 225| 225| 225| 225 225| 225 225| 225
Age  Correlation -|.8427| .8497|1.000| -.2187|.2187| .141]-.144"| -.015| .860"| 661 |.735

Coefficient |.245

Sig. (2- .000| .000| .000 001| .001| .035| .030| .821| .000| .000| .000}

tailed)

N 225| 225 225| 225| 225 225| 225| 225 225| 225| 225 225
Citizen Correlation |.8907| -100| -1867|  -| 1000, -|-1158] | -/ -120 -|-.165"
ship  Coefficient 218 288 284"|.346 181

Sig. (2- .000| 135 .005| .001 .000| .085| .000| .000| .072| .006| .013

tailed)

N 225| 225\ 225| 225| 225| 225| 225| 225| 225 225 225| 225
Qu1  Correlation -] -057| .1807.2187| -.2887|1.000| .024|.3937| -.076| .071| .107| .097,

Coefficient |.323

Sig. (2- 000| .397| .007| .001| .000 715| .000| .256| .289| .110| .146|

tailed)

N 225| 225| 225| 225| 225| 225| 225 225 225| 225| 225| 225
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Qu2  Correlation |-.120[.347"| 4117 441T —118] o24[1.000] | | .133] 677|531

Coefficient 5387 .289

Sig. (2- .053| .000| .000| .035( .085| .715 .000{ .000| .047| .000| .

tailed)

N 225| 225| 225| 225| 225| 225| 225| 225 225 225| 225 22
Qu3  Correlation i o] -4077|-1447 -2847] 3037 - 1.000|.732" 4 4 4

Coefficient |.3187| .408 538 3197|4807 437

Sig. (2- .000 .000] .000( .030| .000| .000{ .000 .000| .000{ .000| .000|

tailed)

N 225| 225\ 225| 225| 225\ 225| 225| 225| 225 225| 225| 225
Qu4  Correlation -| -130| -2437| -.015| -.3467| -076|  -|.73271.000|-.157" 4 4

Coefficient |.388 289 2367|215

Sig. (2- 00| .051| .000| .821| .000| .256| .000| .000 019] .000| .001

tailed)

N 225| 225| 225 225| 226\ 225| 225 225| 225| 225 225| 225
Qus  Correlation |-.1357.8197| 8297].8607| -.120| .071| .133" -|-1577| 1.000| 6647 730"

Coefficient 319

Sig. (2- 043 .000] .000f .000| .072| .289| .047| .000| .019 .000| .000|

tailed)

N 225| 225| 225| 225| 225 225| 225| 225 225 225 225 225
Qué  Correlation | 8087| 7957|6617 -.1817| 1076777 | -] eea{1.000[ 9107

Coefficient |.203 480 |.236

Sig. (2- .002| .000] .000| .000[ .006| .110| .000| .000| .000| .000 .000}

tailed)

N 225 225| 225| 225| 225 225| 225| 225| 225\ 225 225| 228
Qu7  Correlation z|-8647| 8267|.7357| -1657 .007|.5317| .| .| .7307[.9107[1.000}

Coefficient |.185 4377|215

Sig. (2- 005/ .000{ .000| .000f .013| .146| .000| .000| .001| .000| .000

tailed)

N 225| 225| 225 225| 225| 225| 225 225| 225| 225| 225| 225
Qus  Correlation | 8727 .8167|.713"| -169] 100|.5747| | .| 71079357 972

Coefficient |.190 449 | .221

Sig. (2- .004] .000| .000| .000f .011| .135| .000| .000| .001| .000| .000| .000|

tailed)

N 225| 225| 225 225| 225| 225| 225 225 225| 225| 225| 22|
Quo  Correlation |-1397.8197| .8377|.8687| -124| .073| .136" -|-.1617( 9737 6827 .750"

Coefficient 328

Sig. (2- 038| 000| .000| .000| .064| 276| .041| .000| .016| .000| .000| .000|

tailed)

N 225| 225| 225| 225\ 225 225 225| 225| 225 225 225 225)
Qu10  Correlation | .170° -| -8697| .| .152]-089|  -|.4037|.198" - I

Coefficient 844 804 409 7937 8387|921

Sig. (2- 011 .000] .000| .000{ .023( .181( .000| .000| .003| .000| .000| .000|

tailed)

N 225| 225| 225| 225| 225| 225| 225| 225 225 225| 225| 225]
Qu11  Correlation o| 8527 .8077[.6917| -1747| .103|.6177| | -| 6907|9627 9457

Coefficient |.195 462 | 227

Sig. (2- 003| .000] .000| .000| .009| .124| .000| .000| .001| .000| .000| .000)

tailed) J

N 225| 225| 225 225| 225\ 225| 225 225 225| 225| 225| 225
Qui2  Corelation |4477| - -467"| - 3997 .| -f-120[-085] | | -

Coefficient 251 .508 .653 |.339 302 | 454 | 413
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**. Correlation is significant at the 0.01 level (2-tailed).
*. Correlation is significant at the 0.05 level (2-tailed).
Correlations .
Qus | Qu9 Qu10_|@1 Qu12 Q!ﬂS_IQuM V20 | V21 | v22 | v23 | v24
Spearma Ethnic  Correlation -139] 170 | 447 | .766 | 609"
|n's rho Coefficient |.190 195
Sig. (2-tailed)| .004| .038| .011| .003| .000| .000| .000 I ]
N 225 226| 225| 225| 225| 225| 225 o o o o o
Status Correlation |.8727|.8197| -1 .8527| .| .os6[ -
Coefficient .B44 251 184
Sig. (2-tailed) | "000| .000| .000| .000| .000| .196| .006 : : .
N 225| 225| 225 225| 225( 225 225 of of o o o
Qualific Correlation |.8167.837~ -| 807" |-181 -
ation  Coefficient .859 467 .343
Sig. (2-tailed)| .000| .000| .000|{ .000| .000| .016| .000 : ! 4
N 225| 225| 225 225\ 2250 2250 2250 o of o o of
Age  Correlation |.7137| 8667 6917 . .| -
Coefficient 804 508" .189"| .402
Sig. (2-tailed)| .000| .000| .000| .000| .000| .005| .000 ; g
N 225| 225| 225| 225 225| 225 225 of o o o o
Citizens Correlation |-.1697 -.124| .152" -| .3997| .8647| 543"
hip Coefficient 174
Sig. (2-tailed)| .011| .084| .023| .009| .000| .000| .000 d J s
N 225| 225 225| 225| 225| 225| 2251 ol o o o o
Qu1  Correlation .100( .073] -.089] .103 - - :
Coefficient 653 | .249 | .505
Sig. (2-tailed)| .135| .276| .181| .124| .000| .000| .000 ; -
N 225| 225 225| 225 225| 225 225/ o o o o of
Qu2  Correlation |.5747| 136°| -/ 6177( - -100 -
Coefficient 409 .339 212
Sig. (2-tailed) | .000 .041| .000| .000| .000| .137| .00¢ : : ]
N 225| 225| 225 225| 225 225| 2250 of o o o o
Qu3  Correlation 2 -] 4037 -l -.129 - -
Coefficient | .449"| 328 462 2457 454
Sig. (2-tailed)| .000 .000| .000| .000| .054| .000| .000 ¥ :
N 225| 225 225| 225 225| 225 225 o of o o of
Qud4  Correlation -|-1617 198" -|-088] | -
Coefficient 221 227 299 |.525
Sig. (2-tailed)| .001| .016( .003| .001| .333| .000| .000 :
N 225| 225 225| 225| 225| 228| 225/ o o o o 9o
Qus  Correlation |.7107| 973" - 6907 | -104f -
Coefficient 793 302 221
Sig. (2-tailed) | .000| .000| .000| .000| .000| .120| .001 . . ;
N 225| 225 225 225 225| 225| 225 o of o o of
Qué  Correlation |.9357| 6827|  -| .962" -|-1577 -
Coefficient 838 454 333
Sig. (2-tailed)| .000| .000| .000| .000| .000| .019| .000 : : d
N 225| 225 225| 225| 225| 225| 225 o o o o o
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Qu7  Cormelation |.9727|.7507| - .9457|  [.142] -

Coefficient 921 413 .303

Sig. (2-tailed)| .000| .000| .000| .000| .000| .033| .000 4 :

N 225| 225\ 225| 225| 225| 225| 225 of of
Qu8  Comelation [1.000/.7307|  -f.9727|  -[.146] -

Coefficient 896 425 312

Sig. (2-tailed) .| -000f .000| .000| .000| .028| .000 : ;

N 225\ 225 225| 225 225 225 225 of of
Que  Correlaion |.7307(1.000f  -|.7097|  -|-107 -

Coefficient 814 310 228

Sig. (2-tailed)| .000 .| -000| .000| .000| .110| .001 : .

N 225| 225| 225| 225 225 225 225 of of
Qu10  Correlation - -| 1.000 -| 3817 1317 279"

Coefficient | .896 | .814 871

Sig. (2-tailed)| .000| .000 .| .000| .000| .049| .000 ; ;

N 225| 225| 225| 225 225 225| 225 of of
Qu11  Correlation |.9727|.709"|  -|1.000  -f-151] -

Coefficient 871 437 321

Sig. (2-tailed)| .000| .000| .000 .| .000| .024| .000 . .

N 225| 225| 225| 225 225 225| 225 of o
Qu12  Correlation A4 2|38 -|1.000(.3457| 734"

Coefficient | .4257| .310 437

Sig. (2-tailed)| .000| .000| .000| .000 .| .000| .000 : ]

N 225| 225| 225| 225 225 225| 225 of o
Qui3  Correlation |-.1467 -.107| .1317-.151" .3457| 1.000| 469"

Coefficient

Sig. (2-tailed)| .028( .110| -049| .024| .000 .| -000 ! i

N 225| 225| 225 225 225 225| 225 of of
Qui4  Correlation 2 -2t -|.7347| 4697 1.000

Coefficient 312 | 228 321

Sig. (2-tailed)| .000| .001| .000| .000| .000| .000 . . .

N 225| 225| 225 225 225 225| 225 of o
V20 Correlation

Coefficient

Sig. (2-tailed) . , : : | ; : .

N of o o o o o o of o
V21 Correlation

Coefficient

Sig. (2-tailed) . ; ; . ; . .

N 00 o o o o o o of of
Va2 Correlation

Coefficient

Sig. (2-tailed) I . ‘ . : . ;

N 00 o o o o o o o of
Va3 Correlation

Coefficient

Sig. (2-tailed) . : . : | | 4 :

N 00 of o o o o o 0 oﬂ
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V24 Correlation
Coefficient

Sig. (2-tailed) : ! : 2 4 ! . ; ; y i
N 0 of 0 0 0 0 0 0 0 0 0

Va5 Correlation
Coefficient

Sig. (2-tailed)

N 0 0 0| 0 0 0 0 0 0 0 0
V26 Correlation ;
Coefficient
Sig. (2-tailed)

N - 0 0 0 0 0 0 0 0 0 0] 0

Va7 Correlation
Coefficient

Sig. (2-tailed) | | i : . : . . 1
N oo o o o o o o o o o o

**. Correlation is significant at the 0.01 level (2-tailed).
*. Correlation is significant at the 0.05 level (2-tailed).

There is a weak negative correlation between ethnicity and qualifications which is
(-209). It means that there is a 20,9% chance that an increase in qualifications will
make a decrease in ethnicity. The correlation between ethnicity and is a weak
positive one at 24.5%. An increase in age has only a 24.5% chance of increasing
ethnicity. There is a strong positive correlation between ethnicity and citizenship
of 89%. An increase in the number of citizens would see an increase in ethnicity.
There is a weak positive correlation between ethnicity and the feeling about IQMS
which is 32.3%. Ethnicity and IQMS objectivity also has a weak positive
correlation of 31.8%. There is only a 31.8% chance that the more ethnic groups

there are, the more there will be an increase in the number of people who think
that IQMS is objective.

There is again a weak positive correlation between ethnicity and the application of
performance standards of 38.8%. It means that the chances that ethnicity would
increase in the thinking that the application of performance standards stands at
38.8%. furthermore there is another weak positive correlation between ethnicity
and the importance of IQMS to the Department of Basic Education which is
20.3%.the correlation between ethnicity and tying IQMS to SDP is 44.7%. It

shows that chances that the higher the ethnicity the more the thinking that IQMS is
tied to the SDP.

The correlation between ethnicity and honesty is a strong one at 76.6%, meaning

that chances that an increase in ethnicity would increase in honesty are 76.6%.
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There is again a 60.9% chance that ethnicity would increase with an increase in
the subjectivity of the supervisor.

Status and qualifications have a strong positive correlation of 84.6%. This means
that chances that status increases with qualifications stand at 84.6%. Status and
age also have a strong positive correlation of 84.2%. It demonstrates that
chances that the older teachers become the higher will their status become is
84.2%. Status has a weak positive correlation with consistency and objectivity at
34.75 and 40.8%. The chance that higher the qualifications the higher the feeling
that IQMS should determine the bonus is a strong one at 81.9%. The correlation
between qualifications and the feeling that IQMS is important enough to the
Department of Basic Education is a strong one at 80.8%. Status and feedback
loop have also a strong positive correlation of 86.4%.

Another strong positive correlation exists between status and what ‘happens to
IQMS records. There is an 87.2% chance that an increase in status will make an
increase in those who say nothing happens to the IQMS records. The chances
that and increase in status will make an increase in those who say the principal
knows how to do IQMS is 81.9%. Furthermore, there is an84.4% chance that the
higher the status the higher the feeling that IQMS is fair. The correlation between
status and IQMS feedback is strong at 85.2%. the higher the status the higher the
feeling that there is feedback. When it comes to tying IQMS to the SDP, there is a
weak positive correlation of 0.251. It shows that there is a 25.1% chance that, the
higher the status the higher the feeling that IQMS is tied to the SDP.

The correlation between qualifications and age is very strong at 0.849. It shows
that there is an 84.9% chance that the older teachers are the higher their
qualifications. There is however a weak negative correlation between
qualifications and citizenship. Itis -0.186. It shows that there is an 18.6% chance
that an increase in qualifications will result in a decrease in the number of citizens.

There is yet another weak positive correlation of 0.18 between qualifications and
the feelings towards IQMS.

The correlation between qualifications is 0.411. it means that there is a 41.1%
chance that an increase in qualifications will increase consistency. There is
another positive correlation OF 40.7% between qualifications and the objectivity of
IQMS, which translate in to the possibility that when qualifications increase, the
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feeling that IQMS is objective enough also increases. There is yet a weak positive
correlation of 24.8% between qualifications and the application of performance
standards to everybody.

There is an 82.9 % chance that an increase in qualifications would result in an
increase in the feeling that bonus should determine people’s bonuses. A chance of
72.9% exists, that an increase in qualifications would increase with the view that
IQMS is valued very important by the Department of Basic Education. An increase
in qualifications has a high positive correlation of 82.6% with an increase in the
feedback loop. Another strong positive correlation of 83.7% exists between
qualifications and the principal's knowledge of IQMS. An increase in fairness

increases with an increase in qualifications and the chance for this is 85.9%.

Qualifications again have a strong positive correlation with the tying of IQMS to the
SDP. This correlation stands at 46.7%.

There is a 21.8% negative correlation exists between age and citizenship,
meaning that and increase in age has a chance of decreasing citizenship. Another
weak positive correlation is there between age and the feeling about IQMS. Age
and IQMS consistency have a weak positive correlation of 14.1%. Age increase
would decrease objectivity at a chance of 14.4%.. Again, age has a negative
correlation with the application of IQMS standards to everybody at a rate of 15%.
An increase in age has a chance of 86% towards the feeling the IQMS should
determine the bonus. There is a 66.1% chance that the older people grow, the
more important they feel IQMS is. Furthermore, a chance of 86.6% exists that the
older people get, the more they feel that principal know more about IQMS. Still on
age and other variables, when it comes to the fairness of the system of IQMS,
there is an 80.4% positive correlation.

There is a 28.8% chance that an increase in the number of citizens would result in
the increase in the intensity of the feeling towards IQMS. Consistency and
citizenship have a weak negative correlation of 11.5%. The objectivity of the
appraisal system and citizenship have weak positive correlation. An increase in
the number of citizens has a 39.9% chance of seeing an increase in the tying of
IQMS to SDP. Another strong positive correlation is seen between citizenship and
honesty. It shows that there is an 86.4% chance that the more the citizens the
more the honesty in doing IQMS.




A chance of 39.3% exists that, an increase in the positive feeling about IQMS will
result in an increase in the objectivity of the system. There is another strong
positive correlation between the feeling towards IQMS and the objectivity thereof.
The study reveals that 65.3% of chances exists that the higher the feeling towards
the system the more the impression that it is tied to the school's SDP. A 24.9%
chance is such that the higher the feeling about IQMS the more the honesty. An
increase in the feeling of consistency towards the system has a 53.8% chance of
increasing the objectivity thereof. Still on consistency, a 67.7% chance is there
that consistency will increaée with and increase in the importance of performance
appraisal. An increase inconsistency has a57.4 % chance that an increase in the
records of appraisal. Another positive correlation is seen between consistency and
feedback. An increase in consistency has a weak chance of 33.9% of increasing
the tying of IQMS to SDP. An increase in consistency again has a weak chance
of seeing an increase in supervisor subjectivity. Objectivity has a 73.2% chance of
increasing IQMS standards and again has a 43.7% of increasing determination of

bonus using IQMS when it increases and a 48% of increasing the feeling that
IQMS is important.

The objectivity of the appraisal system has a positive correlation with the following
variables:- feedback loop, appraisal records, principal's knowledge, fairness,
feedback, honesty and supervisor subjectivity. The chances per variable vary
respectively as follows, 43,7%, 44.9%, 32.8%. 40.3%, 46.2%, 24.5%, and 45.4%.

An increase in objectivity would increase other variables according to percentages
as listed above.

There is generally, a weak positive correlation between Performance standards
and the following variables, importance of appraisal, feedback loop, appraisal
records, IQMS feedback, honesty and supervisor subjectivity. Furthermore, an
increase in the feeling that IQMS should determine the bonus would result with an
increase in the following variable, IQMS records, principal's knowledge, appraisal
fairness, feedback, SDP, supervisor subjectivity, importance of IQMS and the
feedback loop at different percentage levels ranging from 22.1% to 97.3%.

The importance of this appraisal system has various percentage chances of
increasing with feedback loop, records, principal’'s knowledge, fairness, feedback
and SDP. These percentage chances vary from 45.4% to 96.2%. the highest
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possible increase of a variable is that of feedback, at 96.2%and the lowest is tying
IQMS to SDP.

The increase in the consistent application of the feedback loop as well has a
positive influence on the increase in appraisal records, principal's knowledge,
faimess of the system, appraisal feedback, tying SDP to appraisal and supervisor
subjectivity. The lowest possible chance of an increase in these variables is

30.3% and it affects supervisor subjectivity and the highest is appraisal records at
97.2%.

The increase in the principal's knowledge of appraisal could result in the increase
in the following variables:- appraisal fairness, feedback, SDP and supervisor
subjectivity. The principal's knowledge has the highest positive impact on
appraisal fairness when it increases. The fairness of the system could affect the
positive increase on the following when it increases, feedback, SDP, honesty,
feedback, SDP and supervisor subjectivity. Generally the effect will be low
because the correlations are generally weak except for the one on feedback. All
the rest are below38.1%. An increase in the tying of IQMS to SDP would cause a

positive increase in honesty at a chance 34.5% and an increase in supervisor
subjectivity at a chance of 73.4%.

4.6 CONCLUSION

The correlations discussed above have made interesting revelations. Out
outstanding revelations is that the higher the status of educators the more they
believe their bonus should be determined by IQMS whereas those in the lower
levels do not feel like that. The reason could be that educators at lower levels are
allocated point by their supervisors but principal themselves are hardly ever
allocated point by their supervisors, they allocated themselves points.

Interestingly still, is the revelation that those with status feel that appraisal is
important to the Department of Basic education and those with less status feel
differently. In other words, those doing the appraisal feel it is important and those
that are subjected to it feel it is not important.

Still on revelations of the correlations, those with status feel it is fair and those
without feel it is not fair. Younger teachers feel IQMS is not important but older
ones feel differently. Furthermore, older teachers think that principal know IQMS
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but younger ones do not think so. On the qualifications area, better qualified
teachers are generally very positive about IQMS that lesser qualified ones.

This chapter analysed what the respondents said answering the questionnaires.
The analysis was done using graphs, tables as well as statistics. The graphical
analysis wa done below the graphs and tables and the statistical analysis was
done using SPSS and different correlations between different variables were
studied and comments made under the section titied correlations.
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CHAPTER 5

CONCLUSION AND RECOMMENDATION
5.1 INTRODUCTION

According to Creedy (2008:33), the role of the concluding section is simply to draw
the paper to a close by restating the aims and then providing a strong clear
statement of the major results. The chapters that came before this articulated on
the merits and demerits of performance appraisals. The purpose of this research
is to find out about what performance appraisal is, does it improve school
effectiveness and how it can be improved in schools.

This chapter is going to consolidate all the findings of the study as illustrated in the
statistical analysis of chapter four. The research questions will as well be
answered in this section. The research questions in this study dre about the
importance of appraisal in schools, the feelings of teachers about appraisal as well
as the improvements of the system.

The chapter will comprise the summary of the study, the results of the research
questions as well as the suggestions on how appraisal can be improved in schools.

Future research opportunities will also be mentioned. The conclusion and the
recommendations will be last.

5.2 SUMMARY OF STUDY

The first chapter of this study was about the overview of the study which comprised
the introduction which explained the field of study that the research belongs to, the
background that dealt with an in-depth articulation of the processes of appraisal at
school level, the problem statement which discussed challenges that the system is

faced with in implementing IQMS, objectives of the study, research design as well
as the layout.

In Chapter two the study focused on literature review. In this section, the types of
literature resources to be used were also stated. Literature survey was mainly in
the form of internet journals and to little less extent textbooks. Use was made of a
matrix system that helped the researcher in identifying themes from many journals.
The various definitions of performance management were discussed and analysed.
The purpose of performance management, the goals of performance appraisal,
types of appraisal were discussed. Other topics under the same subject included,
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the steps in performance appraisal as well as an in-depth look into the
disadvantages of the appraising employee performance.

The third chapter was on research methodology in which different types of
research were discussed, methods used to collect data were also discussed.
Sampling and limitations of the research were discussed in the third chapter as

well. Also included in the third chapter were the ethical considerations towards the
conduct of research.

In the fourth chapter, the study focused on the analysis and discussion of data.
Responses to research questions were discussed Each research question was
handled individually in terms of how participants responded to it. again, the results

of the study were analyses, measures of association discussed and the conclusion
was drawn.

5.3 RESPONSES TO RESEARCH QUESTIONS

This section of the chapter will focus on the findings of the research questions.
Each research question together with findings thereof will be discussed
individually. The research questions were about the importance of appraisal,
respondents’ feeling about it and the improvements that could be made.

Attitudes of teachers towards IQMS.

It is interesting to note that the study reveals that 81% of the respondents are
positive their feelings towards IQMS. This positive outcome is supported by is
supported by Fitzgerald et al (2003:103) when he argues that performance
appraisal is a way in which teachers in New Zealand schools can reflect on and
improve the quality of teaching and learning in schools. In the same breath,
Sanwog (2008:22) supports this view by stating that, in practice, the use of a
system enabled staff within the division of Human resource management to

recognise and accept their own performances and to use this information to
improve their performances.

Furthermore, the study reveals seventy seven percent of the respondents feel that
this system of appraisal is not objective enough. This matter of the absence of
objectivity is supported by Sinclair 1988 (as cited in Latham et al. 2008:221) when
he points out that, evidence suggests that raters are too generous when in a good
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mood and not generous when in a bad one. On the same score, Latham and
Mann 2006 ( as cited in Latham et al. 2008:220) states that a major source of
dissatisfaction appears to be the difficulty people have in providing an appraisal
that accurately reflects a person's performance over a relevant time frame.

Almost all respondents say that they are positive about the application of
performance standards to everybody. This question needs to be interpreted in
context with the one that came before it. In the above question, respondents say
they are negative about IQMS. In this question, which is about the application of
performance standards, participants say they are positive about the application of
performance staindards. It could be that they are arguing that they are positive that
everybody is negative about IQMS. This view of negativity to appraisal is shared
by Deming 2000 ( as cited in Law 2007:19) when he states, in practice annual
ratings are a disease, annihilating long term planning, demobilising team work,
nourishing rivalry and politics, leaving people bitter, crushed bruised, battered,
desolate, despondent, unfit for work for weeks after receipt of rating.

Alternatively it could be that, indeed respondents are happy about the application
of these standards. This view, is in theory, supported by, Gratton 2000 (as cited in
Whitford and Coetzee (2006:63) when they say, no other operational system had
contributed more to human Resource success than performance management.

The importance of IQMS

The first question on the importance of IQMS was on whether annual ratings
should be used to determine bonuses. The result of the study revealed a split. In
theory, Wilson and Jones (2008:60) argue that, for example: if one believes that
blacks are athletic, raters will look for examples to confirm this stereotype rather
than examples that will disconfirm it. Basically, the two authors are arguing about
bias in favour of personal beliefs. Furthermore, Arvey and Campion 1982 (as cited
in Wilson et al. 2008:60), note that attitudinal and racial similarity have been found
to affect evaluations of job candidates; perceptual similarity between manager and
subordinate has been shown to significantly influence performance ratings. As a
result of the perceived ever-presence of a bias in ratings, an assumption could be
drawn that, even though educators are positive about appraisal, they could be
doubtful about the idea of having it used to determine their bonuses.

70



The general impression one gets out of the questions on the importance of the
appraisal system is such that it is not important enough. Sixty four percent of
participants say that the system is not rated important by the Department of Basic
Education. Some authors perceive appraisal as mere conformity to rules. For
example, Bowles and Coates 1993 ( as cited in Storey 2002:323) note that, thus
criticisms of appraisal suggest that it too easily degenerates into a bureaucratic
ritual, that it is an insidious form of management control and that it is a tool that
promotes and rewards conformity. This could be the reason participants felt the
department does not view it as important enough.

Improvement of IQMS

Nearly half the number of respondents says that their principals know or do not
know appraisal. Schraeder et al (200:21) argue that, performance or outcome
goals are often used in conjunction with performance appraisal s{rstems. An
assumption could the be made that, principals who do not know appraisal may find
it difficult to align organizational objectives with individual objectives of their
personnel because they do not understand the system or another could be made
that, those who understands it should easily align entity aims with those of their
subordinates. After all O'connor and Lee (2007:606) argue that, there are
countless methods of appraisal, but most have one of two main outcomes:

measuring performance or facilitating the professional development of a staff
member.

There is yet another near split on the question of the fairness of the system.
Authors such as Heathfield (2007:7) argue that , the manager is in an
uncomfortable judgment seat. This argument by Heathfield attests to the likely
unfairness of the practice. On the other hand, there are those who feel the system
is fair. This needs to be view bearing in mind that, of the total number that
completed the questionnaire 150 are arguably the implementers of IQMS who
according to the correlation analysis view it positively. This positive view is
supported by law (2007:18), when he says, beyond measuring individual
performance, other objectives include; providing feedback to employees, improving
individual performance, providing motivation and recognition, determining pay
raises and promotions, coaching, mentoring, and counseling, determining training

needs, making decisions pertaining to downsising or layoffs and finally to proper
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documentation for legal purposes such as employee litigation. In the final analysis

it could be correct to suggest that there are as many happy as unhappy educators
about appraisal.

The majority of participants say appraisal is tied to the school Development Plan.
Kanyane et al (2009:61) supports this view when he observes that, performance
management could be considered as a system that provides a link between
strategic objectives of a department and actual performance.

54 LIMITATIONS -

This study is limited only to the department of education's teaching personnel.
Other employees such as office based educators and non-teaching staff are
excluded. The generalisability of this study is as a result limited only to school
based educators. This is so because out of a big countrywide population of
educators, only those around Mafikeng took part in the study.

5.5 MANAGERIAL GUIDELINES

The following guidelines are made from the result of this research.

The study should be made available to schools, administrators through
departmental channels for sound integration of IQMS.

Since the bulk of the respondents say the department of basic education does not
take appraisal seriously or important, then department should manage it in a way
that will convince educators that they take it seriously.

It appears that, better qualified and senior teachers want IQMS to determine their
bonus while juniors feel differently. So, educators need to understand that, it is not
their qualifications or status but what they put in education that matters.

The Dept should appoint IQMS drivers specifically for it.

Principals should undergo refresher courses on appraisal.

Dishonesty should be traced and punished.

Appraisal should be improved to make it objective enough.

IQMS records should be used to in decision-making processes such as
promotions.

56 FUTURE RESEARCH

The researcher further recommends that a more detailed research be conducted

on an even broader scale to establish the reasons why junior teachers disapprove
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of IQMS while senior ones approve it. Future research to be done to establish the
actual level and extent of the dishonesty in appraisal forms.

5.7 CONCLUSION

In the same way as the review of literature has revealed, there are as many
demerits as there are merits to appraisal. The general view is that many
respondents are positive about IQMS though it is not important towards the Dept of
Basic Education. Again, there needs to be done something to improve the
perception of lower level educators about appraisal. The area needing
improvement is the perception of educators about their managers about IQMS.
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Appendix B: Construction of Questions

Research Questions

Survey Questions

Variables and or
relationships
measured

Statistical test
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Appendix C: Letter

education

Lafapha la Thutos

Onderwys Departament
Deparunent of Education
NMNORTH WEST PROVINCE

10 Malscon Mandsia Drive,
P
Frivato Bog X110,

Fax: (O18) 381-TAan
eamall jIMonguews ©F nwpDg. Qo B

CENTIRAL FTECGEION

To:

From:

Date:

SUBJECT:

M.E. Tsolo
B. Itumeleng

The Area Office (Rekopantswe and Mafikeng)
Montshioa

Mafikeng

28 July 2010

PERMISSION DO CONDUCT A STUDY

This letter gives you permission to conduct a study on IQMS in the areas as
stipulated above.

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

Yours truly

B. ltumeleng (Acting Area Manager)
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Appendix D: Questionnaire

VOLUNTARY QUESTIONNAIRE FOR EDUCATORS

The effectiveness of performance management in Mafikeng Schools.
Researcher: Ellse Tsolo

Supervisor: Professor Sam_ Lubbe

Notes to respondents

® The researcher needs your help on the topic as stated above.
* Youranswers will remain private and confidential.

This questionnaire is divided into four parts.

* Partone (1) seeks you to grant me permission to use your responses for academic
research.

* Parttwo (2) is for demographics.
¢ Part three (3) is for performance appraisal items.

Completing the questionnaire.
Please answer the questions as honestly as you can. Read and follow the instructions carefully.

Mark each response with either an X or a tick.

PART 1. PERMISSION TO USE MY RESPONSES FOR ACADEMIC RESEARCH

I hereby grant the researcher permission to use my responses for research purposes with an
understanding that my identity will remain unknown.

Initials and surname.......ooouvvevvvenn....

Postal address.......oeeeeviroeeoimioen

Postal code

PART 2
GENERAL PARTICULARS

1. lam

Race Tick

African

Coloured

Indian

Oriental
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White

other

2.. lama/an

Posistion

Tick

Princiapl

Deputy Principal

HoD

Educator

3. Education

Qualifications

Tick

Post graduate

Under-graduate

Higher diploma

Diploma

Other

4. Age

| Age category

Tick

Below 25

Between 25 and 30

Between 30 and 35

Between 35 and 40

Over 40

5. lgrew upin

Area

Tick

South Africa

Outside South Africa

PART 3. 1QMS SECTION

6. ATTITUDES OF TEACHERS TOWARDS IQMS

On a scale of 1 to 4, state how you feel about the following

6.1 How do you feel about IQMS?

[ Strongly negative

[ Negative TPositive [ Very positive

6.2 Do you think IQMS is handled consistently?

| Strongly agree

LAgree | Disagree ] Strongly disagree

6.3 Dou you feel IQMS is objective enough?

| Strongly agree

| Disagree | Agree | Strongly disagree

6.4 How would you rate the application of performance standards to everybody?

| Strongly negative

| Negative | Positive | Strongly positive

7. THE IMPORTANCE OF IQMS

7.1 Do you think IQMS should help determine your bonus?
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[Yes [No ]

7.2 Do you think IQMS is rated important enough by the department?

[Yes  [No ] _
7.3 is the feedback loop consistently applied?

| Yes [No ]

7.4 Do you think anything happens to your IQMS record after it is completed?

[Yes  [nNo |

8. IMPROVEMENT OF IQMS

8.1 Does your principal/manager know how to do IQMS?

| Yes [No ]

8.2 Do you think IQMS evaluation is done fairly?

| Yes [ No ]
8.3 Do you ever receive feedback on IQMS?

[Yes [No |

8.4 Is the IQMS at your school tied to the School Development Plan?

[Yes [ No |
8.5 | am totally honest about my answers | am using during the completion of the IQMS form.
LYes [No ]

Do you think it is Ok for your supervisor to be subjective and when you arrive to give you average
and then you have to motivate why you need to get more.

| Yes [No |

Thank you for completing the questionnaire
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