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ABSTRACT The study examined the challenges experienced by teachers when implementing the performance
management system (PMS) in Zimbabwean high schools. A qualitative survey design was used. Forty school
teachers and five school heads participated in the study. The sample for teachers was randomly selected while the
school heads were purposively selected from five high schools in Masvingo province of Zimbabwe. Data were
collected using questionnaires and interviews in this study. The study found that lack of training on performance
management (PM), abuse of the system by school heads, failure by school management to provide staff development
programmes, lack of meaningful reward as well as shortage of resources were the major obstacles affecting the
implementation of the system. Recommendations thus mainly focused at ways of mitigating such challenges so as

to revitalise the PMS.

INTRODUCTION

Teaching quality has been shown to be the
largest in-school factor affecting student learn-
ing as well as quality of education at both or-
ganisational and individual level (Bartlett 2000).
Consequently, educational planners and lead-
ers in education now place a lot of premium on
the management of teachers’ performance and
their development. Managing teacher perfor-
mance is critical as it helps teachers continu-
ously improve their skills, which in turn, helps
students achieve their potential. This among
other things necessitates the accurate monitor-
ing, measurement and appraisal of teaching per-
formance with a view of identifying areas of fur-
ther development. Acknowledging the key role
that teacher professional development plays in
improving the quality of teaching and classroom
practices, many governments have adopted the
performance management system (PMS) as an
instrument of improving educational standards.
While the performance management system of-
fers a lot of hope on how to improve educational
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quality, Society for Human Resources Manage-
ment (SHRM) India (2012), notes that very few
organisations have been able to really imple-
ment and effectively utilise the potential of a
PMS. This study therefore intends to examine
perceived implementation challenges of perfor-
mance management in a cluster of high schools
in Zimbabwe.

Performance Management Defined

Sallis (2002) regards performance manage-
ment as “...an interlocking set of policies and
practices which have as their focus the en-
hanced achievement of organisational objectives
through a concentration of individual perfor-
mance. Robins (2007) regards performance man-
agement as “...an approach to creating a shared
vision of the purpose and aims of the organisa-
tion, helping each individual employee under-
stand and recognise their part in contributing
to them, and in so doing manage and enhance
the performance of both individuals and the
organisation.

According to Goldstein (2006), teacher per-
formance management is a continuous process
of identifying, evaluating and developing the
work performance of teachers, so that the goals
and objectives of the school are more effective-
ly achieved, while at the same time benefiting
teachers in terms of recognition of performance,
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professional development and career guidance.
The performance management system covers
activities beginning with goal setting at the lev-
el of the entire organisation and ends with ap-
praisal of performance of employees, followed
by rewards and consequent management
(SHRM India 2012). It is a systematic approach
to performance improvement through an on-go-
ing process of establishing strategic performance
objectives, measuring performance, collecting,
analysing, reviewing and reporting performance
data. Guthrie and Reed (1986) state that such
data may be used for awarding tenure to proba-
tionary teachers, identifying candidates for pro-
motion to higher responsibility, improving indi-
vidual’s motivation; dismissing or demoting the
incompetent as well as rationalising and rede-
ploying employees.

Bartlett (2000) and Bell (1988) identify four
basic benefits that an effective performance
management system should provide employees
with namely,

(@) Clear understanding of job expectations

(b) Regular feedback on performance

(c) Advice and steps for improving perfor-
mance

(d) Rewards for good performance

In the Zimbabwean context, the central fo-
cus of performance management is the improve-
ment of professional practice, motivating teach-
ers and instilling a sense of accountability in
teachers. The introduction of the PMS in Zim-
babwe and the world over has been character-
ised by the concern for improved quality, a great-
er degree for accountability and more efficiency
as well as a move to develop teachers as profes-
sionals (Zigora and Chigwamba 2000). In this
way, the performance management system func-
tions as a form of in-service professional devel-
opment, and as a means of identifying the weak-
nesses and needs of teachers for improvement
in the quality of teaching and learning. The crux
of this research is to understand the challenges
experienced by teaching personnel in the imple-
mentation of the PMS in selected high schools
in Zimbabwe.

Design

The study employed a survey design that
involved the use of both qualitative and quanti-
tative methods in a complementary manner. The
use of a qualitative design enabled the research-

er to develop an understanding of individuals
and events in their natural settings (Sibanda et
al. 2011). The study sought to establish factors
that hinder the success of the performance man-
agement programme in Zimbabwe from the teach-
ers’ perspectives.

Sample

A sample of 45 participants was drawn into
the study comprising 40 high school teachers
and 5 school heads. The gender profile of the
participants was 65% males and 35% females
with an age range of 25-55 years. The conve-
nience sampling technique was used to select a
cluster of 5 schools which was close to the re-
searcher’s place of residence so as to cut on
travelling costs. The purposive sampling tech-
nique was used to select eight senior teachers
with teaching experience of eight years and
above from each school. This criterion was con-
sidered important since the researcher wanted
to collect information-rich data from teachers with
substantial experience with the performance
management system. Each school head from the
five schools was purposively selected to partic-
ipate in the study.

Instrumentation

A semi-structured questionnaire and an in-
terview guide were used for data collection. The
teachers’ semi-structured questionnaire consist-
ed of two parts. Part A examined the biographi-
cal data of participants including age, gender,
professional qualification and experience while
part B presented a survey on perceived chal-
lenges of implementing the performance man-
agement system in the cluster under study. Part
C had open-ended questions on challenges of
implementing the system. Participants were to
respond by ticking one of the three options
namely less important, fairly important and very
important. Participants had the opportunity to
elaborate and expound on their responses on
the spaces provided.

An unstructured interview guide was used
with 5 school heads. The same issues that were
captured by the teachers’ structured question-
naire were presented to school heads in an un-
structured format. A briefing exercise was con-
ducted before the interview where the issue of
confidentiality was explained to the participants.
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To ensure validity of the questions, the in-
struments were trial tested with one secondary
school that did not participate in the study in
accordance with Bless and Higson Smith’s (2000)
suggestion.

Goals of the Study

The study determined perceived implemen-
tation challenges of the performance manage-
ment system in one cluster of schools in Zimba-
bwe. By eliciting the views of teachers and school
heads the study thus sought to address the main
question: What are teachers’ perceptions of fac-
tors that hinder the implementation of the per-
formance management system?

Theoretical Framework

This study is informed by the goal setting
theory as expounded by Edwin Locke. The the-
ory works from the assumption that setting
goals for employees provides a structure that
direct actions and behaviours leading to im-
proved performance. The theory states that goal
setting is essentially linked to task performance
(Mullins 2005). It states that specific and chal-
lenging goals along with appropriate feedback
contribute to higher and better task performance
(Verspoor 2004). Goal setting is based on the
assumption that employee efforts within an or-
ganisation will be influenced by the goals as-
signed to or selected by these employees (Lathan
2004). Several conditions are particularly impor-
tant in successful goal achievement namely, goal
acceptance and commitment, goal specificity,
goal difficulty and feedback.

Table 1: Teachers’ perceptions of factors that hinder the successful

management system

Ethical Compliance

Permission to conduct the study was sought
and granted by the Provincial Education Direc-
tor of Masvingo Province, where the schools
were located. Questionnaires and interviews
were administered and conducted by the re-
searcher at scheduled times during normal
school hours. Informants were assured of the
confidentiality of their responses prior to the
interviews.

Data Analysis

The results were analysed using frequency
tables in the case of questionnaire data and
content analysis and verbatim statements for
the qualitative data collected through interviews.

RESULTS

The questionnaire items sought to gauge
teachers’ perceptions of factors that impacted
negatively on the implementation of the perfor-
mance management system. These factors were
as follows:

Failure to consult school personnel during
the design phase of the PMS, teachers lacking
skills and knowledge, school heads not coach-
ing and mentoring teachers, abuse of the PMS
by school heads, lack of staff development pro-
grammes, no meaningful reward for high per-
formers, teachers, lack of training on PMS, short-
age of resources and materials in schools, and
lack of feedback on PM results. Teachers were
asked to rank the factors in accordance to how
they felt such factors acted as hindrances to the

implementation of the performance

No. Factor Less Fairly Very
important important important
1 School personnel not consulted during the planning and 5 (12.5%) 4 (10%) 31 (77.5%)

design phase of the performance management system

2 Teachers lacking skills and knowledge about the 15 (37.5%) 10 (25%) 15 (37.5%)
performance management system

3 No coaching and mentoring from school heads 6 (15%) 15 (37.5%) 19 (47.5)

4 Lack of transparency by school heads 10 (25%) 3 (7.5%) 27 (67.5%)

5 School heads abusing the performance management system 12 (30%) 4 (10%) 24 (60%)

6 Schools not conducting staff development programmes 15 (37.5%) 10 (25%) 15 (37.5%)
with their staff

7 No meaningful reward for those teachers who perform well 0(0%) 3 (7.5%) 37 (92.5%)

8 Teachers lack training on performance management 6 (15%) 10 (25%) 24 (60%)
system

9 Shortage of resources and materials in schools 4 (10%) 6 (15%) 30 (75%)
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system. Hindering factors were thus categor-
ised as either less “important”, “fairly important”
or “very important”. Responses elicited were
then analysed in juxtaposition with those ob-
tained from open-ended questions. Table 1
shows the responses to the items:

The first item sought to establish whether
failure to consult teachers about the PMS could
have acted as a hindrance to its successful im-
plementation. Taking into account the 4(10%)
and 31(77.5%) respondents who rated the factor
as fairly important and very important respec-
tively, lack of consultation seems to be a signif-
icant hindrance to the success of the PMS in the
cluster under study.

Teachers expressed mixed feelings on the
extent to which their lack of skills was consid-
ered as a hindering factor in the performance
management process. On this item 15(37.5%)
respondents rated lack of skills by teachers as
less important and an equal number of respon-
dents rating it as very important while 10(25%)
respondents regarded it as fairly important.
These figures seem to suggest that while some
teachers acknowledge the importance of skills
in the PM process, others do not attach much
significance to this factor.

Lack of transparency by school heads was
considered as very important by 27(67.5%), fair-
ly important 3(7.5%) and as less important by
10(25%). Taken together, these figures show that
teachers in this cluster consider transparency
by school heads as a significant factor in the
successful implementation of the PMS.

Responses from open-ended/section in the
questionnaire also pointed lack of transparency
by school heads as a hindrance to the success-
ful implementation of the PMS. The following
remarks from three teachers were typical:

Teacher A: The human element in assess-
ment tends to take precedence over  profes-
sional considerations. Rewards may not be suit-
ed for the work done. Therefore impartiality in
its implementation should be the cornerstone
of performance management.

Teacher B: A system should be put in place
to make the headmaster have impartial judg-
ments of individual teachers. Some of its as-
pects are unfairly executed by administrators.

Teacher C: Personality clashes between the
administrators and the teachers is one of the
major barrier to the performance management
system.

If these comments are anything to go by,
then a lot need to be done so as to improve the
transparency in the implementation of the PMS
especially at school level.

On the issue of lack of coaching and mentor-
ing by school heads, the respondents who rat-
ed this factor as fairly important and very impor-
tant combined stood at 34 (85%) while 6 (15%)
rated the issue as less important. It is therefore
clear from these statistics that coaching and
mentoring is considered important to the suc-
cess of the PMS.

Related to lack of transparency by school
heads was the issue of abuse of the PMS by
heads of schools. On this item the fairly impor-
tant and very important responses combined was
28(70%) with 12 (30%) rating it as less impor-
tant. From these responses it appears the abuse
of the system in the schools under study was
quite rampant. Therefore, the success of the
system was to a limited extent hampered by the
abuse of the system by school heads.

Responding to the open-ended part of the
questionnaire some of the teachers raised relat-
ed comments as follows:

Teacher C: The appraisers seem not to know
what they are expected of appraising the ap-
praise, some see it as a platform to settle down
their scores with other people and hence drift-
ing away from the core business of performance
appraisal

Teacher D: The system is abused and so it’s
a hindrance to the success of the system be-
cause if a headmaster is not always in good
books with teacher A, he/she will give him/her
atwo, and thus settling old scores with the teach-
er.

Fairly mixed opinions were raised on the is-
sue of failure by schools to conduct staff devel-
opment programmes with teachers. The factor
was rated as less important by 15(37.5%) and as
very important by another 15(37.5). It was rated
fairly important by 10(25%) of the respondents.
These results suggest that in the eyes of the
teachers, staff development programmes, while
important, were probably not very crucial as a
factor. Teachers in the study were all senior
teachers with a number of them holding first
degrees and in some cases second degrees in
education. With such good educational back-
grounds, probably most teachers did not feel
that continuous staff development was essen-
tial to their professionalism.
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Teachers in the study rated lack of reward
for teachers who perform well as an overwhelm-
ing factor towards the failure of the PMS. This
was clearly evidenced by all the 40 respondents
rating the factor as important with 37(92.5%) of
these rating the factor as very important and
3(7.5%) giving ita fairly important rating. These
findings clearly attest to the importance of re-
ward in the performance management system.
The fact that financial reward plays a pivotal
role in the smooth functioning of the performance
management system was also raised in the open
responses where four teachers remarked as fol-
lows:

Teacher D

Well ever since | started working | was work-
ing on performance management appraisal and
the work related remuneration or performance
related remuneration was just too insignificant
to motivate anybody. | remember in my first year
| got three dollars and if you compare that mon-
ey as motivation it was just too insignificant to
motivate anyone so as a result | just feel this
should be done away with

Teacher E

Whilst the performance management is
meant to assist teachers to improve themselves
in their profession, this has not been the case
due to the fact that the system has never moti-
vated them but had demotivated them by not
fulfilling what it is meant for, remuneration.

Teacher F

It could have assisted a lot but nothing fruit-
ful has emerged out of this system due to dis-
gruntlement because teachers are not remuner-
ated out of it.

Teacher G

There is one major obstacle, namely lack of
motivation through remuneration.

From the teachers’ responses, a major con-
straint to the performance management system
was either insignificant financial reward or no
financial reward at all.

Lack of training by teachers was rated as
important by 34(85%) and less important by

6(15%) of the respondents. These results help
to show that training is regarded as a felt need
by most teachers in the study. Responses from
the open-ended questions also pointed towards
the fact that teachers were either inadequately
trained for the PMS or they did not receive any
preparatory training at all prior to the commence-
ment of the system. This could be the most prob-
able reason why most teachers in the cluster
reported not having a firm grasp of how the sys-
tem works. Elaborating on this matter, one teacher
raised the following comment:

I think in terms of training, it appears the
management from the top and the teachers are
more or less confused about the way these things
(performance management system) are carried
out so | am worried about the quality, hence we
call for training or retraining so that there is
uniformity.

The issue of shortage of resources in schools
also appeared to be a hindering factor in the
implementation of the PMS judging by 36(90%)
respondents who rated it as important factor as
compared to 4(10%) who thought otherwise. The
issue of resources was also raised in open re-
sponses. Two teachers raised the following com-
ments in this regard:

Teacher Y

Failure by the government to provide train-
ing materials and other resources to schools is
a major obstacle to the success of the perfor-
mance management system.

Teacher Z

There is no system that can succeed without
resources and support from the government. Our
schools are poor and so they are not able to
purchase resources needed to implement dif-
ferent school programmes

Interview Results for School Heads

The interview was used to complement the
responses from teachers. School heads are crit-
ical stakeholders towards the success of the
performance management system since they
supervise and evaluate teachers’ performance
and identify training needs for their teachers.
School heads also play a critical role by mentor-
ing and coaching teachers so that teachers are
able to achieve their set performance goals or
targets.
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Consultation of School Personnel

All the 5 school heads (100%) indicated that
the performance management system was im-
posed on schools without meaningful engage-
ment of school personnel. School heads report-
ed that it was difficult to motivate teachers to
embrace the PMS since they felt that the system
alienates them.

Teachers Lacking Skills and Knowledge about
the Process and Procedures of PMS

School heads voiced the concern that most
teachers lacked skills and knowledge of the sys-
tem since they did not receive training on per-
formance management in the first place. It also
emerged that some school heads did not receive
training on performance management system.
This had the ultimate effect that they were not
well equipped to conduct in-service training ses-
sions with teachers in schools. The need for
training was underscored by remarks made by
three school heads as illustrated below:

School head 1: ““...we have lack of training
and there is no adequate training for the teach-
ers so that they actually understand the essence
of performance appraisal and the benefits which
might actually be derived from the system™.

School head 2:You find that at the end of
the day most teachers just copy the written work
from their colleagues. So they do not under-
stand the meaning of performance management.

School head 3: The performance manage-
ment system was just rushed by the government
without adequate training of teachers and this
compounds the problem of implementation.

Thus, school heads and teachers were in
agreement that lack of training could be one rea-
son why there were so many inconsistencies in
the manner in which the PMS was being imple-
mented in schools.

Lack of Financial Reward for Teachers Who
Performed Well

One of the goals of the PMS was to motivate
teachers through the recognition and reward of
good performance. All the school heads, like
teachers indicated that the current performance
management system, while it had a close on per-
formance related pay, teachers rarely got it even
if they achieved the set performance targets set

for them. Highlighting the need for financial re-
wards for the performance management system,
one school head had this to say:

Our appraisal system is linked to some bo-
nuses or some remuneration but in practice,
teachers rarely got it even if they perform well
so | think this creates a problem. Most teachers
feel there are no perceived benefits obtained
from the system.

Shortage of Resources in Schools

The interview results with school heads re-
vealed that all schools faced problems of re-
sources to implement the PMS. It emerged that
central to the problem of resources was the is-
sue of insufficient funding of schools by the
government thereby making it difficult for
schools to procure materials and other resourc-
es to support teaching and learning activities.

DISCUSSION

This study revealed that the performance
management system is fraught with many ob-
stacles that tend to inhibit its implementation.
The revelation that teachers in schools were not
consulted at the inception of the system has
crucial implications in terms of teachers’ com-
mitment and attitudes towards the system. Non-
involvement of teachers in PM creates the illu-
sion that teachers are not significant role play-
ers in the educational policy-making process
(Biputh 2008). As Bisschoff and Mathye (2009)
observe in respect of performance appraisal in
South Africa, teachers normally reject the per-
formance measurement systems that are imposed
on them by the department of education. The
same author goes on to add that such types of
measurements are often misconstrued as devic-
es to punish teachers. Expanding on this view,
Mullins (2005) argues succinctly that initial ad-
vocacy of the performance management system
to familiarise teachers with performance stan-
dards, the levels of performance expected of them
as well as the criteria that will be used to evalu-
ate their performance is critical. Therefore com-
munication and advocacy remains key to the
successful implementation of the system.

The study established that poor and /or lack
of training on the part of teachers meant that
teachers were not only inadequately prepared
but also lacked the requisite skills and knowl-
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edge needed for the success of the system. Nat-
urally and as a direct consequence, this meant
that teachers and school heads lacked the much
needed competencies that are essential for the
successful implementation of the PMS. Lack of
training by teachers is probably one of the rea-
sons why there were a lot of inconsistencies in
the manner in which the PMS was being imple-
mented in the schools. This is not surprising
given the fact that even school heads who were
supposed to see to it that the PMS succeeds
were themselves not trained. This obviously
impacted negatively on school heads’ capacity
to mentor and coach their teachers notwith-
standing the fact that coaching and mentoring
are central to any system of performance man-
agement. Goldstein (2006) posits that mentoring
and coaching help to shape performance and
increase the likelihood that the employees’ re-
sults will meet the desired expectations. The
process is underpinned by the realisation that
the immediate supervisor has a responsibility to
recognise and reinforce strong performance by
an employee and identify and encourage im-
provement where it is needed. As amply demon-
strated by Bergh and Theron (2004) managers
and supervisors should learn the steps of effec-
tive coaching and mentoring as on-going pro-
cesses of helping employees build to higher lev-
els of performance. In this regard, coaching and
mentoring should not be viewed as isolated
events but as vehicles for continuous profes-
sional development that takes place throughout
the performance cycle.

The implementation of the performance man-
agement system in Zimbabwe can be improved
through training on ethics by school heads so
that the system is conducted in a transparent
manner with minimum abuse. Overall, teachers
seemed to be dissatisfied with the way in which
the performance management system was being
abused by school heads in schools. This reve-
lation confirms findings by Biputh (2008) who
remarks that the biggest disadvantage of hav-
ing one’s immediate senior as supervisor is that
personal prejudice, personality clashes, and
friendship ties might creep in thereby hindering
objective appraisal. It is therefore envisaged that
the system could be improved significantly if
training in management development is made an
integral element of the PMS.

Related to the issue of lack of coaching and
mentoring is the problem of failure by schools

to conduct staff development programmes with
teachers to keep them abreast with issues that
relate to performance management and their pro-
fessional development. The fact that teachers
need professional support for their work is con-
firmed by both empirical and theoretical evi-
dence. Thus failure by schools to hold staff de-
velopment programmes with teachers can be
understood in terms of the twin factors of acute
shortage of resources in schools as well as lack
of capacity and skills on the part of school per-
sonnel particularly school heads.

It turned out that teachers in the study did
not receive periodic school-based in-service
training programmes as expected in an effective
performance management system. This, it can
be argued, made it difficult for teachers con-
cerned to adequately meet the needs of their
students. Lack of continuous professional de-
velopment became a major constraint on the part
of teachers most of whom had not received ini-
tial training on PM thereby undermining their
capacity to implement the system. Staff devel-
opment has been hailed by Zigora and Chig-
wamba (2000) as an on-going process of help-
ing employees build higher levels of perfor-
mance. At the same time Mullins (2005) asserts
that periodic staff development programmes
conducted throughout the performance period
helps employees achieve success and document
performance good and bad. It is therefore imper-
ative that the training of teachers through staff
development be intensified so that they are con-
fident in the discharge of their professional du-
ties.

This study revealed that monetary issues
were of paramount importance to the success of
the performance management system in the clus-
ter. The revelation that most teachers did not
receive any financial rewards notwithstanding
the fact that they had met the set performance
targets and objectives proved to be a major ob-
stacle to the success of the system. It turned
out that in the few instances where teachers re-
ceived some form of performance related cash
rewards, such payments were too insignificant
to motivate the teachers in any meaningful way.
This study therefore noted that if the PMS is to
motivate teachers, the promised performance
related awards and remuneration should be paid
to all deserving teachers as and whenever they
are due. Itis also crucial to point out that if such
remuneration is to spur teachers into exerting
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more effort, such payments should be as mean-
ingful as possible. These findings are in line with
Musingafi’s (2007) findings that money or sala-
ry can be a motivator particularly for the lower
level employees, who still grapple with meeting
the basic physiological needs of life.

CONCLUSION

The performance management system can be
a good mechanism for quality assurance in edu-
cation if implemented in the right manner and
enabling environment. The study, though limit-
ed in scope, clearly showed that the current Zim-
babwean performance management system need
to be reviewed to make it compatible with inter-
national trends of making education more re-
sponsive to the needs of the clients. This study
has shown that the Zimbabwean performance
management system, while well-intentioned, is
fraught with numerous challenges that impact-
ed on its implementation. These range from poor
advocacy and communication about the sys-
tem, lack of training on PM, shortage of resourc-
es in schools, abuse of the system as well as
lack of reward. These impediments need to be
addressed with a sense of urgency if at all the
performance management system is to remain
credible in the eyes of the stakeholders.

RECOMMENDATIONS

The study has identified major gaps with re-
gard to the implementation of the performance
management system in Zimbabwe. In the light
of the findings and conclusions made, the fol-
lowing recommendations are made to inform
policy makers, teachers and other stakeholders
in the field of education and quality assurance.

(@ There is need to ensure that the perfor-
mance management system is well articu-
lated to all stakeholders, namely teachers
and school heads so that it is well under-
stood before implementation. Teachers
and school heads should be actively en-
gaged right from the planning, implemen-
tation and evaluation stage of the system
so that they are not reduced to mere con-
sumers of decisions from top government
authority. This is critical as it will instil a
sense of authorship and ownership of the
system by teachers leading to its accep-
tance.

(b) The ministry of education should review
the implementation of the PMS in order to
make it more responsive to international
trends in teacher professional develop-
ment and quality assurance in education-
al delivery.

(c) Teachers and school heads need to be
continuously trained and retrained on PM
so that they acquire the basic competence
required for its implementation.

(d) Government need to increase funding of
educational programmes such as the PMS
so that such initiatives are able to achieve
the intended outcomes

(e) Government need to demonstrate more
commitment to the PMS by awarding teach-
ers who perform well the much needed
performance related pay or bonus.
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