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ABSTRACT

The study interrogated the implementation of agrerthnce management system in Gaborone secondamglsch
in Botswana which the aim of suggesting factors tloald contribute to its successful implementatidne study adopted
a qualitative approach using one on one interviad observations for data collection targeting mensibof the
staff development committee in the thirteen (13)igu secondary schools in Gaborone. Snowball samgphas used to
select participants and in all, thirty four (34at¢bers were interviewed. Before coding, the dall@ated was subjected to

interpretive validity by sharing interpretationgthvparticipants.

To ensure intra researcher reliability, data watedatwice realizing a high consistency betweeneecodings.
The coded data was then divided into meaningfutsurRelationships between units were extractedotoec up with
meaningful conclusive themes that described sudeessr for implementation of PMS in Gaborone setaog schools.
The study revealed that design and implementataffective communication and feedback, motivatiord arear
assessment strategy are essential for the succB84H
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INTRODUCTION

Performance Management System (PMS) is a systechtasenhance employees productivity through maragin
their performance (Poister, 2003). The system wgsleémented in Botswana public service from 1999assalt of
recommendations from the evaluations of other perémce improvement initiatives that failed to yidhe desired results.
The main aim of PMS is to improve service delivarighin the public service. Specifically, PMS intentb improve
accountability, performance, communication, efiicig and productivity among civil servants. It watréduced with the
conviction that it will resolve problems in the féifent ministries and departments some of whichewaradequate
planning and management of projects resulting ifor@seen costs, resource wastage and inconsidetatithe public’s

needs.

In schools, teachers and their supervisors begifPtS process by entering into annual performagoeeanents,
referred to as performance development plans (PDi}),set goals and targets to achieve. Duringctihese of the year,
supervisors assesses the progress of the teabheestimes. The PMS system is also supported bgrfmihance Based
Reward System (PBRS) which sets to provide incentiv  for good performance
(http://unpanl.un.org/intradoc/groups/public/docaAAPAM/UNPANOQ31850.pdf Retrieved 17/10/2012
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Despite PMS, performance in schools continues tirde The President of Botswana lamented on thodirse
during his 2011 state of the nation address, “Itneasdidly report that the exams performance ofilpup our public
schools continues to disappoint. There was a stighline in the 2010 Primary School Leaving Exarigma(PSLE) when
compared to 2009; performance at the Junior Ceatdi level remained virtually the same, at the Batea General
Certificate of Secondary Education (BGCSE) levelesutts declined for the fifth year in a row.”
(http://www.gov.bw/en/News/State-of-the-Nation-Adds-to-the-3rd-Session-of-the-10th-ParliathentThis ~ study is

therefore an attempt to come up with factors tlzat lead to the success of PMS as perceived bydeadah Gaborone
junior secondary schools.

LITERATURE REVIEW

Mothusi (2008) conducted a qualitative cased stadyevelop an understanding of PMS in Botswanafacirs
that supported and hindered its implementation. §hdy targeted public servants in the Ministriedacal Government
and Lands and Housing. The study revealed that BiMfBoved the planning capacity of the two minigremployees,
enabling them to monitor and account for their @emiance. In- service training was singled out afacor that

contributed to the success of PMS, especially@Mimistry of Lands and Housing.

Though PMS enabled the majority of public servatatsplan, monitor and account for their performance,
organizational culture affected the implementaté®MS negatively as some of the leaders did nderstand the system
and thus were not able to guide their subordinateards realizing the goals of the system. In doldithe study observed
that some supervisors use PMS as a punitive todldeserving employees were not fully rewarded, sbimg that
demotivates employees.

Similarly, Monyatsi (2009) analyzed mechanisms @ndcedures that facilitate effective teacher aatain
Botswana schools. PMS mechanisms and procedurnglsiée were seen to be inadequate for effective geamant and
implementation of the system. Both the appraise®s appraisers lacked adequate training on the maprarocess.
A strong appraisal process serve as a feedbadkpiator both PMS and PBRS hence the teacher amdupervisor must
be well trained on the process. Lack of mutual ustdeding of the appraisal process can lead t@isments between

the teacher and supervisor, leading to unprodigtinithe work place.

In another related study, Aksal, Atamtiurk, Atamtikehra and Gazi (2011) evaluated performance neament
system in state schools in Cyprus. The purposehefstudy was to assess perceptions of teacherheadinasters
regarding quality control of schools through pemiance management. Analysis of the results revehdeachers in the
schools with PMS needed to go through a particigapdanning process to set their goals in termsath school's
individual and cultural structure. Continuous feacly in-service training, employees commitment arativation were
also singled out as critical to the success of PRERognition, feedback, supervisor training andigpation in planning
and performance review meetings by teachers coldd anhance the success of a PMS system for teacher
(Aslam, Noor, Rasheed and Yousaf, 2011)

The rigidity and universality of the PMS system mdtkless suitable to an education setting. Perdmica targets
are agreed and sealed at the start of a performgrareand teachers are expected to implement pleeformance plan
with little or no room for flexibility and innovateness. Marobela and Andrae-Marobela (2013) inr theidy on

Neo-liberation of education, argue that academitkweannot be standardized and quantified.
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The PMS system is also viewed as discouraging iatieness as it has little or no room for
unplanned/unintended results (Marobela and Mav#f#&]1). An evaluation of the Department of Tribalmidistration
PMS system in Botswana attributed PMS failure tk laf feedback, poor leadership and difficultiesriiplementing the
system (Monnaesi, 2011)

METHODOLOGY

The study implored a qualitative design and taiyédachers in the staff development committees fittineen
(13) junior secondary schools in Gaborone. Snowdzatipling was used to select study participantswBalling is a form
of purposive sampling that uses non-probabilityhtégues to select participants (Campbell and HdllaR005).
With snowballing, one information rich participaistidentified and requested to identify others #otake in the study.
For the study, the chairpersons of the staff dgaraknt committees in each school were identified wen identified
other participants from the committee. In all, thifour (34) teachers participated in the study alhdf them had more

than a year experience as members of staff developoommittee and over four years of teaching égpee.

Data was collected through one on one intervievih tie aid of an audio tape. To ensure interpretalaity,
data interpretations were shared with participahisqualitative research, interpretive validity éencerned with the
accuracy of presenting meanings as portrayed bicipants. At the end of the interviews, data waded into meaningful
themes. The data was coded twice and a high censisbetween the two codings was realized, ensueipility of the
codes obtained. Data was then divided into meaningfits. Relationships between units were thenagitd to come up

with meaningful themes that described successiféotamplementation of PMS in Gaborone junior sedary schools.
RESULTS AND DISCUSSIONS

Study findings points to four main success factds PMS being, design and implementation,
effective communication and feedback, motivatiod anclear assessment strategy. These factorstareeiated and are

not stated or discussed in particular order of ingwe.
Design and Implementation

Almost all teachers interviewed felt that PMS i®gyp designed and implemented in schools. Many veérine
view that professions differ hence government showokt adopt an assimilative approach for PMS. Badirig was that the
system should be customized to the teaching priofesshis is supported by Reid, (2010), who urdeat PMS is not one
size fits all; a performance management systengdedifor a business entity is different from thatable for a school.
Teachers interviewed felt that implementation ar@hitoring of PMS including continuous capacity bliilg of teachers
on the system, requires a full time staff membenréntly, teachers responsible for PMS also dotdalay teaching hence
they divide their time between teaching and PMSs Hart time teaching and PMS coordination by P\8rdinators
makes them ineffective in both sphere (teachingRi& coordination). Government also changes PM®& fime to time
within short intervals. This changes affect implemagion as when teachers are about to master ae®mnef the system,

a new one is introduced hence the system remaiaesgbnew to teachers.
Effective Communication and Feedback

Timely and regular feedback is crucial for any parfance management system. It is very importantter

supervisor and the supervisee to regularly disB04S issues outside the stipulated three times arggew period.
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The meeting could be teacher or supervisor intiatBzimbiri (2008) urges that constant and effectiv
communication vertically and horizontally are caldior ensuring productivity. It is important fouervisor to conduct
thorough performance reviews during a performareza.yHowever, given the high teacher supervisdomathe reviews
are done in a hurry and in some instance, done onbe. The review must be followed by immediate starctive
feedback that will help the teacher to improve.chea feel that review feedback is not communicatedme and most of
it is not construction but rather punitive. It isntered on communicating weakness of the teachighew suggesting
remedies. Respondents stated that occasional frigitsthe regional and ministerial staff resporsifir PMS would be
welcome to provide feedback on the progress beiadenby schools and to have a face to face interaetith teachers.

The visits would present a platform for teacherditectly voice any concerns or seek clarificatiabsut the PMS.
Motivation

Teachers expect to be recognized for their hardvasr promises through PBRS. The reward systemaacts
motivator to perform. Though most teachers wouldrapiate a monetary reward, a non-monetary rewattld form of
trophies, certificates, letters of appreciation antings could also be appreciated. Respondentshi@ePMS ignores the
overall welfare of teachers. Teachers are alreadyativated as a result of issues related to accatatium, salaries,
lack of teaching resources and hours of operailibey feel that the extent of the general welfaréeatcher contributes
significantly to students results hence for PMSstaceed; issues related to teacher welfare shomldduressed.
Resources should also be availed for PMS relatéditas like trainings. For an initiative like PM&hich is not fully
supported by teachers, for motivation purposesitrgs ought to be taken to a different refreshimgironment not like

the current setup where such as held in scho@riés.
Clear Assessment Strategy

Teacher who participated in the study urged thatesits are in themselves human beings and notyeasil
controllable subjects. Their performance is inflcesh by multiple variables some of which are outghi control of a
teacher. Teachers are also assessed on persoihait@st and interpretation of such differs acragsesvisors and schools.
Teachers feel that PMS component on teachersgtghs very subjective and some supervisors usesiettle personal
scores. They recommended more training of supewisa the assessment of personal attributes. Sdtnileuted the
assessment subjectivity to poor leadership heredetiling is that leadership training must be ntaé@gned into PMS.
Luckheenarain (2009) also urges that lack of assesaining can lead to subjective assessment wbakid pose a
challenge to effective implementation of a perfonce management system. The final assessment scgent to the
regional office with supporting documents and isduby the regional office when promoting teachénge to bias and

subjective assessment, some non-performing teaehdrap being promoted at the expense of performmas.
CONCLUSIONS AND RECOMMENDATIONS

Though PMS is faced with implementation challengeachers interviewed appreciated the need fos@sylike
PMS that could be used to measure their performatoeever, the feeling is that the system shouldeoiesigned to suit
the school environment and not the current one §izall approach. For better implementation andnitaring,
teachers responsible of PMS should not do day tp téaching as combining PMS coordination with téagh

compromises its effective implementation.
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Effective communication and timely feedback are ateportant success factors for a performance nemagt

system like PMS as they are formative and helphi@acto continuously improve their processes towachieved their

set objectives. Working conditions for teachersudthobe improved as this can motivate them to preduwore.

The assessment approach should be balanced ardivebjeking into account that teachers do performare assigned

other duties during the course of the year whiclildimot be part of the performance plans. Basethewiews expressed

by the respondents, the study recommends the foltpw

Government should consider redesigning PMS totkaiteaching profession
A PMS communication and feedback strategy shoulddveloped

PMS reward system should be implemented fully amtvation strategy
PMS good practices should be documented to serageference teachers.

To curb assessment bias, teachers the regionakddtaff should make regular monitoring visits éhaol to

verify the PMS scores sent to them against supgpdocuments.

PMS assessment should be standard across asssdashool hence training of supervisors on asssgsamd

quality assurance should be scaled up

The assessment rubric should be improved to actssshing in totality and reward unplanned teaching
milestones.

The formative assessment aspect of PMS must beumgras that has a bearing on summative assessment
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