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Abstract 

The environment within which organizations operate is dynamic and not stati c. To sati sfy the 

needs of its stake holders, to grow and survive Organizations be it businesses or public 

should respond to the changes that occurs in the environment. A hea lthy organization which 

needs to win the wish and interest of its stake holders and the ir managers always devise new 

mechanism and new ways or tools which help them to be efficient and effective. 

Performance management is a lso one of the responses devised by managers for the ever 

changing envi ronment. Publ ic organizations too are not different in this respect. 

The Ethiopian Civil Service is now implementing the Civil Service Reform Programme. The 

refo rm programme has five sub programs, which intern sub divided in to so many projects. 

Introducing the performance management system to the Ethiopian Civ il Service is one of the 

projects of the human resource administration sub-programmmes. The major objective of the 

project is to find ways or tools which able to replace the traditional way of performance 

apprai sal by the better and a new one. The performance based management system with a six 

step one was se lected to implement in the Ethiopian Civi l Service. 

The aim of this paper is to identify the challenges, problems and limitations that face in 

implementing the perfo rmance based management in Addis Ababa Civil Service taking 

Addis Ababa Education Bureau as a case. Both the primary and secondary data sources are 

used in order to substantiate the findin gs. 

According to the research findings, the implementation processes did not as it was designed. 

The performance based management fram ework wh ich se lected for the Ethiopian Civil 

Service had not been well understood by both managers and employees. The limitations in 

terms of capacity, attitudes and lack of commitment also the reasons behind the problems 

IX 



that challenges managers and organizations to be successful in implementing the system . 

Besides, managers cou ld not ab le to make the ground fe rtile for a proper implementati on of 

the system. 

A well thought out organizational goal has not been developed and assoc iated with that of the 

expected employees and team performance. The interim coaching and progress review and 

the performance and development rev iew were not conducted in deve lopmental and future 

oriented way. There was no a proper and we ll thought out implementation process which can 

help employees performance improvement tlu'ough continuous employees development. 

In genera l, the implementation processes is not as it was expected and should need a remedia l 

actions. The Addis Ababa Education Bureau and the pub li c Organizations in general, should 

aware of that the implementation process improves service delivery on ly when it is properl y 

implemented. 
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CHAPTER ONE 

1. Introduction 

1.1 Historical Perspective 

It was since 1995 G.C that the Ethiopian government started to study the major problems in 

the civil service. Based on the findin gs, the government decided to launch a c ivil servi ce 

reform program. The civil service reform program has five major sub-programs, i. c. service 

deli very improvement sub program, ethics and anti corruption sub-program, government 

expendi ture administration sub program, human resource ma nagement sub program and top 

management sub-programs. 

Performance Apprai sal and Time Management project was one of the many projects that we re 

carried out under the human resource management sub-program. In Addition to th is, the sub­

program includes other projects of, 

Federal Civil Servants Admi nistrative law and compliant procedure 

Position c lassifications and measurement 

Recruitment, appo intment, promotion and transfer 

Human resource planning 

l Pay system and conditions of jobs 

L Personnel information system 

[ Human resource development system. 

Accord ing to the findings of the Performance Apprai sa l and Time Management project. the 

perfo rmance apprai sal system that the Ethiopian Civil Service used was outdated . Prob lems 

identilied by the proj ect include; 

I. the perfOl1l1anCe appraisal was not des igned to respond the need for 

organizationa l development. 

2. evaluation was not done based on mutually agreed upon performance targets. 

Employees were appraised on the persona l j udgment of the apprai se r. 

Therefore, the system evaluated the behavior of the incumbent rather than 

performance results. 



3. the criteria put fo r appraisal had no relevance fo r all posts . 

4 . no one was allowed to see the appra isal result given to himlher, i.e. there was no 

feedback mechanism fo r performance. Employees were allowed to kno w their 

performance results if they scored below average. Thus there was lack 0 r' 
transparency. 

To resolve the problems and to have an effective and effi cient system of appra isal a new type 

o f performance eva luation mechanism has been des igned. Before the new way of eva luating 

civil servant is put into practi ce, the Federal Government promulgated Federal Civil Servants 

Proclamation, No 262/2002. 

Under Article 26 of this Proclamation, the following is stated. 

I. The purpose of performance eva luation shall be to enable civil servants to: 

a. e ffect ively discharge the ir duties in accordance with the expected level , qual ity 

standards and ti me, 

b. identi fy their strengths and weaknesses, and 

c. improve thei r futu re perfo rmance and develop self-in iti ative 

2. Performance evaluation shall be transparent and sha ll be carried out with the coll ect ive 

parti cipation of civil servants working together. 

3. Performa nce evaluation shall be carried out in accordance wi th directi ve issued by the 

Commiss ion (Proc lamation 262/2002). 

This articl e of the Proclamation No 262/2002 repea led the already ex isting working 

procedure, directi ve and systems of performance appraisal. The system of performance 

appraisal , which was in place since 1962 to 2002 was totally different from the one which 

assumed to be establ ished. 

Accord ing to order No 28 of 1962, (an order to amend the centra l personnel agency and 

public service order), performance eva luation was confidential 

"A ll reports on the effi ciency of publ ic servants shall be treated as 
con fidential and be incorporated in the personal file of the public 
serv8ni.. .. Often the centra l personne l agency has taken notice of such 
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reports .... and has a ffi xed its offi cial stamps to such reports" ( Article 60 
Sub Artic le I of order No 28 of 1962). 

The performance appraisa l system in the Ethiopian Civi l Service since 1962 until 2002 was 

therefore guided by order No 28 of 1962. It was no directly related with a plan tha t an 

indi vidual accomp lished with specific period of time. Accord ing to Arti cle 57 of the order; 

" the purpose of reports on staff (effic iency reports) is to build up, 

systematically, a record of the qualification, progress, performance and 

achievement of all public servants in a min istry, chartered government 

agency or other pub lic authori ty, in accorda nce with a common standard, 

there by to improve the administration, the abi lity of the staff, and to 

fac ilitate selection for transfer and promotion"(Artic le 57 of 1962 order). 

The new performance apprai sal system needed to be established based on Proclamation No 

262/2002. Based on the proclamation a guide line, directives and different formats were 

developed to evaluate the performance of the civil servants. A training manua l was prepared 

by the Federal Civi l Service. According to this training manual performance appra isal shou ld 

not be taken as an end in itself rather it should be seen as a means and a last step for managers 

in their effol1 to manage. A number of training both at the federal and regiona l leve ls was 

conducted. 

Since 1992, the Nationa l/Regional self government were established based on Proclamation 

No. 7/92 and then the Consti tution 1995 affirmed the Regional sates and two special City 

Administrations (Proc lamation N07/92 and the 1995 constitut ion). 

A ll the Regional states and the chartered City Administration (chartered cities) ha ve the 

powers to deal with issues of the ir own. Due to thi s, Addis Ababa has its own way of 

admini strating the civil servants. It has powers to promu lgate laws and regulations, which are 

appropriate considering its specia l s ituations 

The City Admin istration attempted to implement Sl11 ce 2002, the newly introduced 

performance appraisal system which was des igned by the Ethiopian Federa l Civil Service 
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Commiss ion. Training was first conducted at the city level, then at the institutional level. But 

I could not find the documents on how much were the trainings, the durations of the trainings. 

who were participating as a trainee and as a trainer. However, the imple mentation was 

interrupted due to the restructuring process in the City Administration and the inhe rent 

mistakes in the conceptual framework of the introduced system. Then the new framework in 

the form of PBM is developed by the Federal C ivil Service comm iss ion. And the attempt to 

implement the performance-based management was made in May 2004. Since then the Ci ty 

Adm inistration began to implement the system, but the implementation process was full of 

problems, interruptions and challenges. 

In light of this, the present research will try to investigate the problems, cha llenges and 

limitations in implementing the system taking Addis Ababa Ed ucation Bureau as a case. 

1.2 Statement of the problem 

The government first launched the new performance apprai sal system ill 2002.However; the 

implementation was interrupted due to the inherent mistakes in the conceptual framework of 

the introduced system. And after revising the system the new PBM started to be implemented. 

It was with the intention to bring major changes in the performance of civi l servants with its 

ultimate goals of improving service delivery. The system assumed to be implemen ted with 

integration of other civil service reform sub-programs. 

The system introduced to replace the ex isting behavioral based system of evaluation. All the 

civ il service organizations ordered to abandon the old way of evaluation and replace it by the 

new one. In the old performance apprai sal system the superiors (supervisors) were expected 

to: 

• eva luate employees under them two times a year: i.e. with the interval of six 

months; 

• eva luate the behavior and effort of employees on the given format wh ich was 

developed centrall y, i.e. which may not reflect the required behavior and effort for 

all job holders at the same time, 
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• there was no chance for employees to know the relation between their contribution 

to organizationa l goa ls, 

• there was no chance for both employees and superiors to leam from their success 

or failure. 

[n genera l the purpose of performance appraisa l was evaluating subordinate based on the 

superior's judgment. It was not aimed at to improve employees' performance through 

continuous development. Employees' contributions for the achievement of organ izational 

goa ls were not seri ously considered. 

On the other hand the newly introduced system of performance management was expected to 

bring change in the a lready he ld tradition of superiors (supervisors), i. e. evaluating employees 

on their behavior rather than on achievement. The newly introduced performance based 

management system foc uses on achieving the overall goa ls of the organiza tion through 

employee development. This specifica lly requires; 

• to identify and prioritize the desired results, 

• to establish a means to measure progress towards des ired result, 

• to set standards for assessi ng how we ll results were achieved , 

• measuring progress toward results, 

• exchanging on go ing feed back among those participant working to achieve results, 

and 

• periodically revlewlllg progress, reinforcing activities that achieve resu lts and 

intervening to improve progress where needed. 

In performance based management the ultimate goal is not measuri ng results because there is 

a system for continues feedback for adj ustment and for development of employee to meet 

resu lts. 

However, the implementation processes is not simple. It would be a cha llenge fo r managers. It 

requires behaviora l, attitudinal, and capac ity change for both managers and employees. 
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1n light of these, the present research will try to investigate the cha ll enges, problems and 

limitations in introducing and implementing the performance based management system in 

Add is Ababa civ il Service with the case of Addi s Ababa Education Bureau. The resea rch 

paper wi ll try to answer the following basic questions. 

• Have the managers and employees well understood the conceptual 

framework of performance .. management and are they we ll eq ui pped with 

the principles and objectives of the system? 

• Are managers able to play thei r ro le well? Are all the stake ho lders 

invo lved in the places where they should be involved? 

• Do contribution of groups and individuals integrate with the overall 

organi zational goa ls? 

• Is the system in troduced in a way that ensures perfo rmance improvement in 

the future? 

• Do managers make the system supporti ve to ind ividuals and teams 10 

acq uire the appropriate capac ity to fulfill the expectations? 

• Do the ma ngers conduct the interim coaching and progress rev iew 

properly? 

• Do the managers provide appropriate and on going feedback to individuals 

and teams on the ir performance and deve lopment ac hi evement/activities'l 

• Does the system improve the overall achievement of the organi zation and 

as a result improve service deli very? 

• What should be done in the fu ture for a better implantatio n of the system? 

1.3 Objectives of the study 

The major objecti ves of thi s paper are 

~ to identify the chall enges, problems and limitations in the introduction and 

implementations of the perfo rmance based management system in Addis Ababa 

Educati on Bureau(AAEB), 
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[ to investigate the possib le reasons behind the cha llenges and the problems in the 

introduction and implementation process of the performance based management 

system and, 

r to recommend the possible so lutions for the identified cha llenges and problems. 

The specific objectives include; 

r to eva luate the understanding and commitment of both employees and managers 

about the system, 

r to eva luate the rol es played by managers in the effort to introduce and implement the 

system, 

[ to evaluate the processes of introducing PBM in AAEB, 

[ to identify the major problems in the implementation process, 

[ to identify the contribution of the PBM system for employees and organi za tion 

performance improvement, 

G to recommend the poss ible solutions for the betterment of future implementations. 

1.4 Significance of the study 

An efficient and effective civil service is one of the important instruments to the socio­

economic and political development of the country. Ethiopia introduced the performance 

based management system in the civi l service to make it accountable, efficient and effective. 

An efficient and effective civi l service will satisfy the public with the servi ce it delivers. 

The research finding will help the decision makers at the City Administration and at Addis 

Ababa Education Bureau; to improve the implementation process of the newly introduced 

performance based management (i.e. to be effectively implant the system). It also will serve to 

design a more effective PBM framework which takes in to account the loca l s ituations. It al so 

can serve for those researchers who wish to conduct further research in the area. 

7 



1.5 Scope of the study 

The research thes is tries to analyze the challenges and problems faced by the Add is Ababa 

Educati on Bureau to introduce and implement the performance based management system. 

The resea rch restri cted in Addis Ababa Education Bureau Head Office and se lected primary 

and high schools. 

1.6 Hypothesis 
The hypothesis to be tested here is that, the newly introduced performance based management 

in AAEB has been implemented but it did not in a way it was des igned. 

1. 7 Methodology of the research 

The study employs the case study method in order to identify the major problems that faced in 

the attempt to introduce and implement the perfo rmance based management in Addis Ababa 

Education Bureau and government primary and seconda ry schools under it. The reason 

hehind the problem and the ex istent of a we ll developed conceptua l framework will be 

examined. 

The population and the sample were taken from Addis Ababa Education head office and 

selected governme nt primary and secondary schools. Area sample or multi stage samp li ng 

was used. 

At the school level, teachers and principals had taken as population. At the head offi ce o f 

Addis Ababa Education Bureau employees and superviso rs at di fferent levels had taken as the 

populati on of the sample. 

The method adopted for data co llection was multistage sampling method which employs 

instruments of 

• Questionna ire to: 

Teachers 
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Principals/school directors 

Supervisors or managers at various leve ls; 

• Document analysis 

The procedures of preparation and fo llow up in an attempt to implement the performance­

based management in the sample schools was analyzed. 

1.8 Pilot test 

Before the instruments for data collections were distributed to the participants a pilot study 

was conducted to test the clarity and suitability of it. One primary and one secondary schools 

were selected for this purpose. 

A total of 4 principals and 10 employees were se lected for the pilot study. From the pilot test I 

understood that the questionnaire were difficult to respond for the primary school teachers. 

But there was no Illuch difficulty in understanding the questionnaires for those high school 

teachers and managers. Therefore the remedial action is taken, i. e. the questionnaires translate 

to Amharic for all the primary schools. The questionnaires attached at the end of the paper 

(see the appendix). 

1.9 Sampling plan 

Addis Ababa City Administration has 10 sub cities. In the 10 sub cities there are about 85 

government primary schools and 24 secondary schools. [t is why diffi cul t to study the 

introduction and implementation of PBM in all the schools and the head office wi thin the 

limited time and resource. So the area sampling or multistage sampling was applied. As 

shown in table No 2 below, 5 sub cities were selected from the 10 sub citi es by random 

sampling techniques. 

It was so difficult to study the whole schools in the five sub cities; a sampl e was taken from 

each sub cities. That is, 1(10%) of the primary schools and 1(30%) of the high school were 

taken randoml y from each se lected sub c ities as the sample of the study. But some of the 

schools which were selected randomly by the lottery method have not yet implemented the 
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system. Due to this the researches used the purposive sample in some of the (sample) se lected 

sub c iti es. 

The total num bers of teachers in the five primary schools are 71 0 and the tota l number of the 

secondary school teachers are 470 and total no of experts in the Bureau are 80. Thi s means 

tota l number of employees is 1260. 126(10%) was drawn fro m the population with a random 

sampli ng techniques for the study. The tota l numbers of managers (department heads, servi ce 

heads, team leaders and principals and deputy principals) are 43. All of them are c ivil serva nts 

and we re taken for the study. 

• 5 of the sub cities of Addis Ababa were taken for the study (by using random 

selection). 

• 30 percent of government secondary schools and 10% of government primary schools 

were taken (random and purposive sampling method). 

• 10 percent of the teachers and all the principals (school directors) in the se lected 

schools (both primary and secondary) had taken as sample of the study. 

• 10 percent of the employees (teachers from schools and experts from head offices) and 

all department heads, service heads and team leaders in the head office of Addi s 

Ababa Education Bureau had taken as sample of the study 

Table NQ I 

The No, of government schools, teachers and principals in Addis Ababa 

No. schools No of teachers No of principals 
S.N sub city Primary secondary M F Total M F Total 

I Addis 
Ketema 5 2 410 198 608 11 5 16 

2 Akaki 12 3 334 300 634 25 6 31 
3 Arada 8 3 429 224 653 22 3 25 
4 Bole 7 2 333 300 633 18 2 20 
5 Gullele 7 3 462 308 770 19 4 23 
6 Kirkose 9 2 372 281 653 19 5 24 

7 Kolefee 10 2 53 1 45 1 982 20 6 26 
8 Lideta 6 1 170 146 3 16 13 2 15 
9 Nefasi lke 8 3 334 28 1 615 2 1 4 25 

10 Yeka 13 3 50 1 469 910 29 6 35 
Source: Addis Ababa Education Bureau (2006) , Education Statl stlcs Annual Abstract . 
( unpubli shed). 

10 



Table NQ 2 
The No. of selected govemment schools, teachers and principals in Add is Ababa 

No. schools No. of teachers No. of Jrincipals 
S.N sub city Primary secondary M F Total M F Total 

I Addis 
Ketema 5(1 ) 2(1) 4 10 198 608 II 5 16 

2 Arada 8(1) 3( 1) 429 224 653 22 3 25 
3 Gu llele 7(1) 3(1) 462 308 770 19 4 23 
4 Kolefe 10(1) 2(1) 53 1 451 982 20 6 26 
5 Nefasilke 8(1) 3(1) 334 28 1 615 21 4 25 

Source: Addis Ababa Education Bureau (2006), Education Statisti cs Annual Abstract 
(un published). 

Note: Numbers in parenthesis indicate the sample size taken from the sample uni verse. 

1.10Plan of Analysis 
The data gathering method was questionnaire and document analysis. After information was 

gathered through the employed methods, the class ification and anal yzing done through both 

qualitative and quantitati ve methods . The data presented and analyzed by using di ffe rent 

mathematical tool s such as tables and percentages. The various characteristics of the sampl e 

population such as sex, educational background, work experience and responses to 

questionna ires with options agree/ strongly agree, di sagree/ strongly disagree and no op inion , 

of managers and employees were analyzed through percentage. 
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CHAPTER TWO 

Review of Related Literature 

2.1 Meaning and essence of performance based management 

2.1.1Meaning of performance based management 

Different performance based management writers give so many definitions. Let us quote some 

of them. 

Performance management is the effective control of the best process of accomp li shing 

whatever has to be accompli shed (White, 1995 :8). According to White the concern of 

performance management is the management of people, i.e. to obtain the maximum poss ible 

result from the team and the team members. 

Performance management describes the approach many organization are taking to link 

individual targets to those of the organization as a whole; rather than operating as a specific 

technique it is more of a philosophy wh ich potentially incorporates methods such as 

performance related pay (Hale and Whitlam, 1995: 22-23). 

"As the number of management techniques has grown , includ ing, for example, 
appraisal , job eva luation and performance related pay, they have frequentl y been 
implemented in the same organization in a piece meal or ' bolt on' fash ion, 
performance management takes an holistic approach and integrates human resource 
and management system with the aim of continuously improving organizational 
performance ( ibid). 

On the other hand the "performance based management special interest group" (PBM SIG ) 

defined performance management as performance based management is a systemati c 

approach to performance improvement through an ongoing process of establishing strategic 

performance objectives; measuring performance, collecting, analyzing, reviewing, and 

reporting performance data; and us ing that data to drive performance improvement (PBM 

SIG's V.1:2001:1) 
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Stephen Will iams (2004:7) in the al1i cle "Strategy and objectives" exp lains performance 

management ' as the sum total of a di ffe renti a l pay system, objective setting, appra isa l process 

and career manage ment. 

"A true performance management system should comprise all of the above and, as a 
whole, will contribute for more that the individual elcments alone. When operated 
successfully performance management wi ll give the means for evaluating and 
improvi ng both individual and company performance against pre-defined business 
strategies and obj ectives. Ideally, it wi ll provide the basis for managing the business of 
today and for developing it into the futurc - through the performance of its people. As 
such, performance management shou ld dcmand the attention and consideralion of both 
the chief executive and the personncl director." 

Performance management is a means of getting better results form the organi zati on , teams 

and individuals by understanding and managing performance within an agreed frame work of 

plan ned goals, standards and competence requirements. It is a process for establishi ng shared 

understanding about what is to be achieved, and an app roach to managing and deve loping 

people in a way wh ich increases the probabil ity that it w ill be achieved in the short & long 

term. It is owned and dri ven by line management (Armstrong, 1996:232-233). 

From the above definition it is possible to say that performance management is not only 

performancc apprai sa l. It includes other components with the focus on improvi ng individual s, 

teams and organization performance. 

2. 1.2 The Essence of performance based management 

Why managers exist in the organi zation? Every organi zation be it business or publ ic need 

managers for the purpose of better resu lts . Better results achieved by managing the 

performance of the department, the team or individual members (Armstrong: 2004, 140). 

According to Sheila J. Costello (1994: 1) "Performance management supports a company 's or 

orga ni zations overall business goa ls by linking the wo rk of each individua l employee or 

manager to the overa ll miss ion of the work unit" . The individua l employee goals and 

objecti ves are linked to the overall organizational goals and objectives. The performance 

management process starts with the identificat ion of clear goals. These goa ls are the bases fo r 

eva luation and coaching. 
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Performance management make c lear what is expected and it al so links the indi vid ual ancl 

organ izational objectives and more over it foc uses on improvement. 

2.1.2.1 Why is I>erfonnance based management needed? 

Performance management he lps the organ ization by linking the individua l' s employees or 

managers work to achieve the overall organ izati on mission. Due to th is all employees in the 

organ ization contribute for the success of the organi zation. The management of employees in 

a g iven department not on ly affects the performance of that spec ific department but also the 

performance of the entire organization. Performance management for employees 

• Make clear what is expected from them 

• Provide the necessary support for better achievement. 

Due to these, employees , 'sense of purpose; ' self wo rth ' and motivation wil l increase 

(Costello, 1994:8). 

Accordi ng to Armstrong (1996:23 3) the purpose of performance management is 

• To make an agreement between the manager and the individual employee on the 

expectation in relation to planned goa ls, standards and competence requirement. 

• To manage performance in a day to day deli very of results and to manage performance 

improvements . 

• To create a shared understanding about what high level of performance and 

competence are, and what they should do to accomplish that expectations. 

• To create a foc used actions, that is, I . how managers and team leaders work 

effectively with those around them. 2. how individual work wi th their superiors and 

their teams and 3. how individuals can be developed to improve the ir knowledge, 

ski ll s and experti se (the ir attri butes) and their level of competence and performance. 

• To make the best use of employees abilities, to realize thei r potential and maxim ize 

their contribution to the success or the organization. 

• To own the system by line managers rather than personnel department. 

Performance management is an integrating force of rewa rd management, Im provl11g 

managerial effectiveness, developing skills and competences, and improving 

individual and organi zational performance. 
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2.1.2.2 The benefits of performance based management 

Accord ing to the " Performance-based management special interest groups" (PBM SIG) 

(200 1:4) some of the benefits of the performance-based management are to: 

• provide a structured approach to focusing on strategic performance obj ectives - it 

focuses on the achievement of resu lts. 

• provide a mechanism for accuratel y reporting performance to upper management and 

stakeholders. 

• bring all interested parties into the planning and evaluation of performance. 

• represents fair way of doing business. 

• provide an exce llent framework for accountability. 

• share responsib ility for performance improvement. Performance improvement is not 

the responsibility of certa in groups or individuals. It is a joint responsib ility of a ll 

individuals and groups who have interest in the organization. 

2.1.2.3 Important issues which should be considered as the bases for the establishment of 

performance based management. 

There are so many issues which should be considered for establi sh ing (introducing) 

impl ementing and maintaining performance management system in a given organi zation. 

According to the PBM SIG (200 I : I) establishing and maintaining a performance based 

management system in the organization is not an easy task. The major issued that are 

identified as very important include: 

• Leadership - to establish and maintain a performance based management system 

successfull y a strong leadersh ip must be there 

• Commitment - the commitment for especially for those on the position of the 

leadership is deci sive unreserved commitment is essentia l, "flattering commitment 

wi ll erode the program". 

• Involvement - all concerned parties should be invo lved. stakeholders, cllstomers and 

employees should be involved. "The management should take ca re of fo r the 

invo lvement of all the interested paliies. 

• Communication - communication is important in the areas of what is expected, what 

is achieved, what connection are being made. 

• Feed back - a continllous feed back is essential for a success of a program. 
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" " .. seeking and uS1l1g feedback from stakeho lders, customers, and employees let's 

them know that their opinion is val ued and that they are invo lved in the process." 

• Resources - All for the success of the program the necessary resources should be 

provided. 

• Customer identil1cation - unless and otherwise we are able to identify our customers 

and meet their needs it is meaningless establish and maintain a performance based 

management system 

• Leaming and growth - Performance based management is a dynamic process. The 

organization should keep it up with the changing nature of the environment. 

• Environmental scanning - The organi zation should always scan both the internal and 

external environment for opportunities and threats. 

• Some of purpose - performance based management should rid off working on habit 

rather work on 'c lear sense' of purpose. 

• Organizational Capacity - people commitment is not sufficient for success, there 

should al so be sUpp0l1 on 'process management' to get rid-off those processes which 

leads to inefficientl y. 

Besides the points mentioned above, these are other additional responsibilities (actions) that 

should be carried out by managers in order to manage performance effective ly. According to 

Michael Armstrong (2004, 144) to manage performance effecti ve ly managers should make; 

• clear the expectations which need to achieve. 

• clear what they expect to be achieved by employees. 

• sure that whether their expectati ons are we ll understood and agreed with the staffs. 

• identify pe rformance measures. 

• develop and apply their sk ills for making concession with yo ur teams in areas of 

objectives and capability requirements, reviewing performance, development plan , 

dealing with the under performers, coaching and counsel ing. 

The personnel department al so has a cruc ial role 111 establi shing and maintaining the 

performance management system in the organization. 
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Stephen Williams (2004:22) identified five roles of tbe personnel director in establi shing and 

ma intai ning the system. These are 

• To buy in the commitment of the chief executi ve to utilize performance management 

as a key strategy in achieving business objectives. 

• In defining the performance management processes applicab le to the particular values, 

culture and strategic vis ion of that company. 

• In providing the training to managers in the knowledge, skill s and attitudes required to 

imp lement the processes in a professional manner. 

• In communicating to all employees the mutual benefits and genuinely held company 

commitment to the process. 

• In monitoring and eva luating its implementation, particularly in the early years, to 

keep the processes 'on track'. 

Therefore, manager plays the major ro les in establishing, implementing and maintaining the 

performance management system. According to Costello ( 1994:7) managers should manage 

performance by letting employees know 

• What is expected of them 

• How they are doing based on those expectations 

• How they may improve on the job. 

• When they are doing a good job 

2. 1.3 Elements and process of performance based management system 

A performance managemen t system normally comprises a number of e lements and processes. 

According to Armstrong (1996:235) perfo rmance management is a continuous and fl exib le 

process. Here managers and employees work as partners to ach ieve the desired results. 

Performance management focuses on the planning of future performance and improvement . It 

is future and development oriented. It worry's is what wou ld be the coming results. The 

discuss ion between managers and their employees foc us on the ind ividuals or teams 

performance and development needs. 

Perfo rmance management is a cycl ica l process with the e lements of plan, act, measure and 

rev iew. 
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Plan 

Review ct 

Measure 

Diagram 1 

Managing the performance cycle (Armstrong 2004: 143) 

Accordi ng to the Canadian evaluation society, performance based management works hop 

course materials (page 5) 

• The planning phase includes 

I . Developing a performance frame work which includes defi ni ng organizational 

missions, strategic performance objectives (activities and out puts, cli ents, co 

de li very agents, stake holders, etc.) 

2. Identifying the most important elements, or the performance areas. 

• The measurement phase includes. 

I . To select appropriate type of performance measures 

2. To determine the gap between what information needed and what in formation 

is avail able to meas ure performance. 

3. To deve lop and apply a measurement strategy to fill the gaps. 

• Reporting and continuous improvement phase includes 

I . To develop a performance report that contain what is accompli shed and what is 

lea rnt. 

2 . To learn from the past and refine the future approach . 

" Performance management reviews provide the inputs required creating persona l & team 

deve lopment plans, and to many people performance management is essen ti a ll y a 

developmental process." Performance management focus on targets, standards, indicators. 

inputs and process (knowledge, sk ills and behav iors requi red) (Armstrong: 1996: 235-236). 
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On the other hand, Sheila l Costelio ( 1996:7) has identi fied the major acti vities that generall y 

manager and employees involve as follows: 

o Performance and development planning 

o Interim coaching and progress reviews 

o Performance appraisa l and deve lopment reviews (Costello; 1996:7). 

Under these majo r components of the performance management system, we wo ul d ha ve 

elements that vary depending on the focus of the performance efforts and who are in charge of 

carry ing it out. According to http ://www.ma magementhelp.org/perf- Illag/ovcrviell'.htnl 

webs ite, there are about 14 steps of performance management system, which can be dea lt 

under the components mentioned above. 

• Performance and development planning -

Here the manager should review the organi zations plan and need to decide which wo rk need 

to be done by whom. Not only that but also how each employees fits for the work he/she 

ass ign. So we need to choose developmental activities in order to enhance the employee 's 

present job skills , attitudes. It is so creating a strong foundation for the performance 

management system; we have to plan both performance and development mutually (Costello; 

1996:7). 

The performance plan should focus on development in the current job; i.e. to improve the 

performance of the incumbent such as to enable indi vidual s to take wider responsibilities. It 

should also plan to enable the employee to carry out higher level jobs (Armstrong: 1996:243) 

The following issues will be di scussed at the time of performance planni ng 

o Our expectations of employees performance 

o How employees objectives tied with the department are organi zation 's goa l 

(Costello ; 1996:7) . 

On the other hand Armstrong ( 1996:243) identifies the following questions wh ich can be 

discussed with the incumbent. 

o What areas of yo ur performance do yo u fee l in need of development? 
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o What do you thing you need to do to develop yo ur performance in an y 

particular areas? 

o Do you think you need further training in any aspect of your work, 

o How can the manager help to improve the performance of the employee? 

o What development and training actions should we agree 

Michae l E.A llen (2006"6 1) put forward the steps that should be fo llowed in preparing fo r 

performance plan as follows: 

o review organ izational goals to associate preferred organizational results in 

terms of units of performance. Performance management translated goals that 

were set during strategic planning. Goa ls should be ' SMART; and challenging. 

o specify desired results for the organization, teams or individual employees. 

This aspect of performance management is said to be goal setting, especia ll y 

when the foc us of performance process is on employees . 

o ensure the desired results contribute to the organization results. 

o weigh, or priori ti ze, the desired resu lts. 

o identify first level measures to evaluate ifand how we ll the organization, teams 

or individuals desired results were achieved. Measures provide information to 

evaluate accomplishment of results. 

o identify more specify measures for each first level measure if necessary. 

o identify standards fo r evaluating how we ll the organization, teams or 

employees desired results were achieved. Standards specify how well a result 

should be achieved. 

o document a performance plan; this should include desired results, measures, 

and standards. 

Accordi ng to h tip :! Iwww.mamagementhelp.orglperf- mag/overview. htm websi te, 

(4/3012007:2) , the development plan fo r perfo rmance management system should be based on 

the prev ious results of performance appra isa l and development rev iew. Therefore, the con tent 

of development plan should focus on 
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a addressing the performance gap, that is if performance dose not meet desi red 

performance standards, we have to deve lop or update a performance deve lopment 

plan. Actions like coaching, monitoring training, more resources, etc. will be taken. 

a doing performance appra isa l and development review. 

Interim coaching and progress review 

Perfonnance management should be considered as an integrate part of the continuing process 

of management. Performance management based itse lf on the philosophy of the following 

three points. 

I . Sustained improved performance 

2. The lea rning organization 

3. On go ing development of skill s and over all competence 

Managers and employee define and meet development and improvement needs. Here learni ng 

and work should be integrated managers and employees should learn from success, cha llengcs 

and problems that they face in their day to day work. (Armstrong; 1996:244-245) 

Interim coaching and providing on going performance feed back is a must rather than doing 

an annua l apprai sal review. Feedbacks should provide based on agreed lip on performance 

plans. Actually those performance plans can be adjusted based on the change on orga ni zation 

goals, regular feed back is essential to a successful performance management system. 

(Costell: 1994 :47). 

Accord ing to Tric ia A llison (2004: 116) the basic components of coaching include· 

I. dea ling with the development of ski ll through practice, 

2. analyzing the components of particular skill s, techniques and the environment 

in order to assists the learners, 

3. setting increasingly problems or weaknesses to be remedied, and 

4. spotting potential , building on strengths and taking ad vantage of ta len t an cI 

opportun ity. 
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The major objective of coaching is to improve the current and future performance of the 

employee. Good coaching requires a supportive, consultati ve approach and we ll-developed 

li stening skill s. Interim coaching should provided when 

I . strength and accomplishments are recognized, 

2. performance needs improvement, 

3. growth and development are necessary, and 

4. project/change oriented (Costell: 1994:49) 

Progress review is different from the interim coaching. Interim coaching is giv ing in forma l. 

routine, and ongoing feed back to employees, on the other hand progress review provide a 

formal feedback about the overall performance of employee. 

The reason why progress review should be done include, 

I . to evaluate how we progress towards goals and objectives, 

2. to review objectives and plans in light of business changes, 

3. to di scuss needed changes, rev isions, or additions to the per fo rmance and 

development plan, and 

4. to make plans for improvement 

Progress review helps to have a mutual understanding between the manager and employees 

about the level of performance or contribution of each employee. Due to thi s the performance 

appraisa l which may be conducted at the end of the yea r would be successful. A performance 

appraisa l which might be conducted at the end of the year is s imply the summation of the 

previews format and informal di scussion and feedback (ibid; 93-95). 

The basis for ongoll1g review should be the agreed objectives on the one hand ancl 

development and improvement plans on the other hand (Armstrong; 1996:245). 

The maj or issues that may ari se in managing performance throughout the years include. 

a) Updating objectives and work plans - working documents includes 

performance agreements, plan and job description. Objecti ves and work plans 

changed or amended as the new demand or new situations arise. 

b) Managing continuous learning - each employee will provide with a learn ing 

opportunity wi th the task which he/she accomplish. Performance man 
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agreement should aim to create opportun ity for employees to learn from ' the 

problems, challenges and successes ' which face them in their day to day work 

c) Dealing with perfol'mance problems- This is the management of under 

performers. Here the major focus is how can a manager help the under 

performer through providing a feedback to overcome performance problems 

(Armstrong; 1996:244-248) 

Performance appraisal and development review 

Annual performance appraisal provides on opportun ity to compare what actuall y is 

accompli shed with that of what is planned. 

It summarizes formally the continuous dialogue between managers and employee about 

employee 's performance, At the annual review the manger will do, 

• compare annual performance results wi th performance plans, 

• identify areas wh ich needs improvement, 

• evaluate the results of development activities, 

• discuss with those factors which affect job performance, 

• assign objective specific and overall performance ratings and 

• put the summary of the review on the performance and development form 

(Costello ; 1974: 105- 109) 

Michael E.Allen (2006:61) put forwa rd the steps for performance apprai sals 111 the wide r 

framework of performance management as follows: 

• conduct ongoing observations and measurements to track performance, 

• exchange ongoing feedback about performance: i.e. information relevant to howe ll 

res ul ts are being achieved. The larger the sources wh ich provide feedback to the more 

accurate the depiction about the event, 

• conduct a performance apprai sa l, and 

• if performance meets desired performance standards, reward for performance. 

Armstrong (2004: 159-16 1) identifies the following types of perfonnance apprai sal in terms 

of the parties involved. 
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• the one to one meeting - thi s is a meeting wh ich is conducted between the manage r or 

the team leader and the indi vid ual employees. Here indi vidual s wi ll analyze their own 

performance and development needs the manager will provide feedback. 

• upward assessment or feed back:- it is al so known as 180 degree feed back and it is 

a vo luntari ly agreed process. [t can be conducted in to two ways. 

1. Individuals comment on low they perceive they are being managed by the 

manager. The aim is to identify things which you can do which will im prove 

the performance of employees. The success of this aim depends up on the 

creation of mutual trust and willingness on both sides. 

2. Indiv iduals may request to complete a questionnaire and feeding the results 

back to their manager. The impoliance of the upward assessment is to manage 

in the way of feedbacks that we get from employees rather than in the way of 

top down approach. 

• Peer assessment - just li ke the upward assessment peer assessment is a voluntaril y 

process. [t is an assessment which takes place when team members or co ll eagues 

assess one another. [t is believed that team members may know more who contribute 

what than what the manager will know. 

• 360 degree feedback - This is a type of assessment which combines assessment from 

indiv idual managers, d irect and indirect reports, peers (fe llow team members) , 

indi vidual s and interna l and external customers. Here structured questionnaires are 

used as a means to co ll ect the feedback. 

Through the discuss ion of performance review it is poss ible to get data which help to shape 

the future plan. Here we can get what why the progress was made. Even if the discussion in 

the performance rev iew included obtaining historical data, the important part is to reach 

agreement about what should be done in the future. 

"The performance rev iew d iscussion provides the means through which the five key elements 

of performance management can be achieved'. These are 

1) Measurement - comparing what is ach ieved with that of what was planned. 
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2) Feedback- providing information for each employee abo ut hi s/her 

accompl ishment 

3) Positive reinforcement - Providing positive criti cisms. Even if some one has 

performed well , it helps her to perform better in the future . 

4) Exchange of views - A free and frank discuss ion conducted about what has 

been achieved, what needs to be done to achieve more, what individual think 

about their work , the way they are guided and managed and their aspi rations. 

5) Agreement - conclud ing the di scuss ion with mutual understanding of what has 

to be done to improve performance. 

Performance review meetings should focus on two major issues, which are 

I. Performance improvement - which is different from that of the broader 

deve lopmental needs prepare individual for personal move to the higher hierarchy. It 

should not be done with the expense of broader developmental needs. 

2. Should be forward looking - the di scuss ion can bring positive resu lts if it focu s on 

what we learned from the past to our future improvement of performances 

(Armstrong; 1996: 248-258). 

2.1.4 Introducing performance based management in the organization 

Introducing performance management process any organization is not considered as simple. It 

requires greater attention and fo llows up. When one needs to introduce performance 

management process the following should seriously be considered. 

• Where and how it should be introduced? 

Performance management is to be introduced at the top of the organization hierarchy. Most of 

the time it is from the center that, the principles, procedures and process of performance 

management deve lop. [n a highly decentralized organization usually project team or working 

group is established to introduce the performance management system. 

• Who should be covered 

The question who should be covered should be made clear at the beginning. Performance 

management should not focus on ly on the manager, it is a lso relevant to all profess iona ls: 

administrative and technical and the support staff. When we consider the objecti ve setting and 

25 



review process, it is somewhat different in more routine jobs objective setting and review may 

not need to be as exhaustive as for those in managerial or professional roles . 

• Pilot tests 

Pilot testi ng is very important but it is not si mple to pilot test whole process of performance 

management as it takes longer time. Therefore a certain aspects of PM process are se lected for 

pilot tests, e.g. objective settings and the li ke. 

• Prepare briefing papers 

Preparing a paper which describes objectives and methods of operations and the benefits it is 

expected to provide for the organization and its managers and employees. Supp lement the 

written briefing with oral briefing. 

• Monitoring and evaluation 

It is very important to monitor and evaluate the introduction of the performance ma nagement 

system. It is advi sab le to ask those who involved in the process like managers , individuals and 

teams. (Armstrong; 1996: 258-26 1) 

2.2 Performance baesd management Vs performance appraisal 

2.2.1 The meaning of appraisal 

Oi fFerent writers define performance appraisal 111 different ways. Some of the definitions 

include the following. 

Appraisa l is the judgment of an employee 's performance in his job, based on considerations 

other than productivity alone. It is some times ca ll ed merit rating, more frequent ly when its 

sole object is to discriminate between employees in granting increases in wages or sa laries. 

(Graham; 1983: 158) " Performance appra isal is an exercise in observation and judgment, it is 

a feedback process, and it is an organi zationa l intervention. It is measurement process as we ll 

as an intensity emotional process." (Cascio; 2003: 333-334) "Performance apprai sal is the 

process by wh ich organizations evaluate job performance. When done correctly, employees, 

their supervi sors, the human resource department, and ultimately , the organ ization all benefit 

(Wrether; 1993:338). 
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" Performance appraisal is an assessment of how a staff member is per forming his job. It 
is a mechanism which can be lIsed to encourage, motivate, identify training and 
development needs to reward or punish ell1ployees.'(Goel and Rajneesh; 2003; 462) 

According to Roges Holdsworth (2004:65-66) apprai sal schemes are full of paradoxes and 

love-hate relationships. It has a negative connotation; it requires feedback on the one hand and 

negative criticism on the other hand. The worst comes when the critics are recorded and used 

as evidences against of the appraised. That is why the formal and procedura l apprai sa l is 

hated. An appraisal which is conducted on the consents of both the managers and employees 

frequently wi ll not be hated. 

On the other hand Goel and Rajneesh (2004; 2003:462) explain why performance appra isa l is 

unpleasant for the appraiser and the appra ised as follows. 

"Appra isal should be a continuous activity. However, both the appraiser and the 
appraised consider it 3n unpleasant task as no performance appraisa l system can be 
perfect and free from personal biases and other defects." 

From the definitions one can understand why performance apprai sal is done. [t is done for the 

mutual benefits of the organizations and individuals who contribute for its success. When we 

come to the wider fra mework of perfo rmance management, performance appraisal is one 

component of it. Appraisal in this sense is not simply an activity of form filling once a year 

rather it is continuous process which is done through out the year. 

2.2.2 Techniques of performance appraisals 

[n the hi story of performance rev iew, we do have a number of techniques by which managers 

carry out performance appraisal. For discussion, different authors categorized them into two 

di ffe rent names (nomenclatures). For example Goel and Rajneesh (2003: 467-487) 

categori zed them into two types, i.e. trad itional methods and modern methods. 

Accord ing to these authors under the traditional methods o f measuring performance of 

employees, there are about 10 types of techniques. These are 

a) Graph ic scale 

b) Ranking method 

c) Forced di stribution method 
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d) Critica l incident method 

e) Forced choice rating method 

f) Group Appraisa l 

g) Nomi nation method 

h) Work sample tests 

i) Result oriented performance appraisal system 

j ) Confidential reports 

On the other hand, under the modern method of measuring perfo rmance of employees the 

MBO approach or the management by objecti ve techn iques is mentioned. 

2) Wrether and Dav is (1003:347-362) categorized them into two groups, I. e. past ori en ted 

appraisa l methods and future ori ented appraisa l methods. 

The authors discussed eight types of methods of appraisa ls under past ori ented appraisal 

methods. These includes 

a) Rating scales 

b) Check li sts 

c) Forced choice method 

d) Critica l incident method 

e) Behaviora lly anchored rat ing scales 

f) Field review method 

g) Performance tests and observation 

h) Comparative eva luation approaches 

On the other hand, under future oriented appra isal methods there are fo ur common 

approaches, namely 

a) se l f appraisals 

b) management by objecti ves (MBO) 

c) psychologica l appraisa ls and 

d) assessment centers 

3) Cascio (2003-34 1-346) grouped into two methods of appraising employee perfo rmance, i. e . 

Behavior- oriented rating method and result - ori ented rating method. 
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According to the author under Behavior- Oriented rat ing, we have seven types of employee 

appraisals . These are 

a) Narrati ve essay 

b) Ranking 

c) Forced d istribution 

d) Behaviora l Check li st 

e) Cri tical Incidents 

f) Graphic rating sca les 

g) Behav iorally anchored rati ng scales. 

On the other hand, under Result- oriented rat ing methods there are two approaches. These 

are 

a) Management by objectives (MBO) 

b) Work planning and review 

There are number of performance appra isa l systems. Accord ing to researches, no sing le 

method of apprai sing performance is perfect. Each method has its own strength and 

weakness (ibid) . 

2.2.3 Trends of performance appraisal 

I-Ia le and Whitlam ( 1995 cited by Malcolm Martin and Tricia Jackson 2000) explained thc 

recent trends of performance appraisal as shown below. 

• From traits to results based assessment 

Since the emergence of management by objective made judgment on employees' traits 

and behaviors to the achievement of resu lts and outputs li nked to targets. Even if 

MOB (Management by Objective) is still in existence, it failed to estab li sh link 

between individual and organizational obj ecti ves. 

• From effo rt of results 

With the introduction of MBO (management by objective) the methods of assessment 

has shifted away from effort measures to results measure. 

• From judgmenta l to a ll jobs 

The closed types of appraisal replaced by a more open, joint identification of strength 

and weakness as we ll as joint planning for improved future performance. 
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• From manageria l to all jobs 

The system of using separate schemes abandoned and replace by the pe rformance 

appraisa l with works for all levels of employees. i. e. managerial and non-managerial 

posts. 

• From top-down to 360 degree appraisa ls 

System of appraisal has moved from manager subordinate relationships to 360 degree 

appraisa ls, involving stakeholders who provide feedback on an individual' s 

performance. 

• From achievements to competencies 

Following a shift from effort to results, we have seen a move from what a jobholder 

ach ieves to also assessing 'how' the job is carried out. Thus the trend is assessing the 

behavior exhibited by the job holder side by side the result achieved. 

2.2.4 Problems and limitation of appraisal 

Those are a number of cha llenges and problems of appraisa ls. Accord ing to Cascio( 1991 ;73) 

performance appraisa l is composed of two components i.e. observation and judgment which 

are subject to appraise. 

According to Wrether ( 1993;345) Biases result distortion 111 measurement and the most 

common rater biases include; 

• T he halo effect - occurs when the rater's personal opinion of the employee sways the 

rater' s measurement of performance. 

• T he errol' of central tendency - the raters simply make thei r rati ng around average. 

They avoid to rate employees as effective or ineffective, 

• T he leniency and strictness biases - leniency braise which tends to rate every 

employee favo rabl y good. Strictness bias on the other hand is a bias which raters rate 

employees harshly. 

• C ross cultural biases - The cul ture and va lue of the society wh ich the rater comes 

from may result biases in rating employees. 

• Personal prejudice - This is a raters' di spleasure displace for a certa in group or c lass 

of people which may resu lts a distorted rating. 
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• The ,-eeeney effeet - Distortion in rating may also be due to employee's most recent 

action. 

According to Smith ( 1977:38) performance appraisa l cannot motivate employees. Thi s is 

because of II we cannot motivate people by evaluating them, 21 eva luation is different from 

development, 31 the objectives of apprai sal are different from the objectives of deve lopment. 

On the other hand according to Armstrong (2004: 144-145) performance apprai sa l schemes are 

traditional methods which are developed by the organizations to eva luate the performance of 

employees. Performance apprai sa ls have the following features wh ich frequent ly fail. 

• Both managers and employees di slike it, because performance apprai sal s depend on 

judgments which could be based. It is owned by the personnel department. 

• It concentrates on a one- to-one relationship between managers and then subordinates 

which may inc lude setting objectives against which performance will be appraised 

• The center of performance apprai sal is a meeting for appraised between the manger 

and employee. 

• The outcome of the appraisal meeting is documented on an apprai sal form. 

• The apprai sa l form is held by the personnel department, ff often not to be suffered to 

agai n unless it is pulled out and used as ev idence in unfair dismissal performance 

management come to seen in the 1980s.To overcome the problem or defi ciencies 

encounter by performances apprai sa ls. Performance management. 

In relation to Perf0l111anCe Management Roger Holdsworth said the following about 

appraisal. 

"Appraisal becomes more focused on the individual and on the development, the 
burn ing issues centered on appraisal as counseling process, on prescrib ing skills ~ 
improvement actions, and on the identification of potential, succession planning or 
career development." 

On the other hand , Martine and Jackson (2000: 123) put forward their view about performance 

management and performance appraisal as follows. Performance management has a wider 

scope than performance apprai sal and is means by which business performance improve 
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through a coordinate program of people management intervention (or system) Mike Walters 

(As c ited by Martin and Jackson 2000) li sts the intervention (system) as; 

• Strategic planning 

• The definition of organ izational goa l, priori ties and va lues, 

• The identification and application of appropriate performance goa ls and measures for 

organization for key processes, fro fu nction, and for individuals employees, 

• Apprai sa l, 

• Personal deve lopment planning, 

• Learning and development activities . 

Therefore, according to the above view performance appraisa l is one aspect within the wider 

framework of performance management. 

If an organization installs a new type of performance appraisal in the context of performance 

management the following process should be considered. 

I. Set up a working group - The worki ng group can consist of six to eight members , 

who come from different departments, commitment to the new scheme is vital. 

2. Deline the objectives - It is advisab le to be precise in describing the expected 

outcomes. It should be cleared how performance is measured and how it re lates with 

other schemes like pay. 

3. Design method and procedure - It requires a manager to be in areas of ach iev ing 

objective. It should be clear who appraise whom when and how? 

4. Draft documentation - Who is go ing to have access to the documentation? Can 

appraised use the same form as appraisers for their preparation? 

5. Communication - Communication is vital should start earl y. Frequent and broad 

communication at al l levels is very essential. The type of communication inc ludes 

written and oral. 

6. Pilot Project - Pilot testing in one of the depaliments , divisions or sections is very 

important. A pilot project is usefu l fo r communication and participation and help to 

modi fy some aspects of the scheme without loss of credibili ty. 

7. Training - Tra ining those involved in the scheme is inescapable. Many people 

invo lved as appraise or apprai se, should be trai ned. 
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8. Full implementation - The time table for implementation requires carefu l thought. 

During the 151 cycle, additional specialist resources may be needed to monitor progress 

and to identify problems which arise. 

9. Individual follow up- Specially in the 151 yea r of implementation and al so 

subsequently sufficient resources have to be put aside for making sure that the scheme 

is working at the individual level, and that action plans are being put into action. 

10. Validation - validation at the organizational level is essential. Did the working group 

get it right first time? What further improvements could be made? 

As we have been di scussing above, performance appraisal is one part of performance 

management. It could not be taken as performance management. However, with the 

introduction of a performance management a new form of performance appraisa l which IS 

rather known as performance review is introduced. 

2.3 Performance Based Management Vs MBO 

In MBO performance appraisal approach, the goals/targets are estab li shed with consensus 

between the employee and the manager. The goals are not only mutually agreed upon but al so 

objective measurable. Since employees are actively involved in setting goals, it is assume that 

they will motivate to achieve targets. Managers also measure progress, which helps 

employees to adjust their behavior (Werther and Davis 1993:359). 

According to Werther and Davis (1993: setting future objective has the following benefits. 

• 

• 

Employees gain motivational benefit ofa specific target toward which to organize and 

direct their effort. 

To discuss the specific development needs of the employee, thi s can make future 

training and development effort appear more relevant to the employee. 

• Performance di scuss ions focus on the job's objectives and not on personalit y 

variables. Evaluation fOCllS on performance not on individual behavior. 

According to goel and Rajneesh (2005:477-480) the mai n steps in MBO approach are; 

a) Determination of the key result of the organization 
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The key result areas of the organization determine at the initial stage .At th is stage, 

standards of performance in respect of quantity, quality , ti me and cost defined from 

the general purpose of the system meaningful objective for each unit will be set. 

b) Performance improvement guide for all positions. Each employee requi red to prepare 

about short term performance goal for her self! himse lf. The target for each employee 

for improvement is discussed with herse lf! himself superior. 

c) Appra iser and appraise record observation of employee' s perfo rmance. 

Both the superior and the employee have an opportunity records performance agai nst 

the set standard. 

d) Performance progress review conference. This conference helps to discuss issues and 

exchange views and ideas between the employee and the supervisor about the coming 

performance. 

e) Individual development program 

Specific performance targets for the development period and a description of spec ific 

approaches for improving the perfonnance of the subordinate, jointly set. 

f) Post- development program rev iew conference 

This program is designed I) to check the results of the individual development program 

and 2) to establish new or modified targets for the ensuring review period. 

According to Werther and Davis (1993 :359) one ofthe limitation of MBO is the problem to 

set objective. " Objecti ve are sometimes either to ambitious or too narrow". Thi s resulted; 

I . employees to frustrate 

2. some areas of perfonnance may be over looked 

3. preparation of quantitatively measurable objective with exclusion of quality of work 

4. When subjectively measured objectives are set special ca re is needed to ensure that 

biases do not di stort manager' s eva luation. 

Performance based management is a recent phenomena. According to Armstrong ( 1996: 

234) performance management began to take shape in the latter 1980s. " It began to takes 

shape in the latter 1980s, growing out of the rea lization that a more continuous and integrated 

approach was needed to manage reward perfonnance ... performance management has ri sen 
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like a phoenix from the old estab li shed but somewhat di scredited system of merit rating and 

MBO." 

According to Fletcher and Williams ( 1992) (cited by Armstrong 1996:235). There are four 

under lying principles of effective performance management. 

I) That it is owned and driven by li ne management and not by the HR department. 

2) That there is an emphasi s on shared corporate goals and va lues. 

3) That performance management is not a package so lution; it is some thing that has to 

be deve loped specifically and individually for the particu lar organizat ion. 

4) That it should app ly to all staff, not just part of the manageria l group. 

According to Cascico(2003) the broad process of performance requires three important 

actions to do. 

I ) Deline Performance: a manager who defines performance need to communicate what 

he expects from employees. He/She also assists them to stay foc us on effecti ve 

performance. The manager should give due attention for the following elements, 

goals, measure of assessment. " To define performance properly, therefore you must 

do three thing well , set goals, decide how to measure accomplishment, and providc 

regular assessments of progress . 

2) Facilitate performance: It is one of the manager's roles to faci li tate for maximum 

performance. It is expected from managers to eliminate any " road block" or 

bottlenecks for better employee performance. In add ition to thi s, it is expected from 

the manager to provide adequate resources and pay careful attention to se lecting 

employees. 

3) Encourage performance: 

The following three things are very important to encourage performance. 

I) Provide sufficient amount of rewards that encourage employee performance. 

2) In a timely and 

3) Fair manner 
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2.4 The Introduction of Performance Based Management in 

the Ethiopian Civil Service 

According to a study conducted by the Ethiopian Civil Service Commiss ion (January,200 I ) 

the performance appraisal system of the Ethiopian civil service has many weaknesses and 

needs to be replaced by the modern techniques of appraisal. 

Accord ing to thi s study the Ethiopian civil service used for the last many years the traditional 

way/technique of appraisa l. Some of the weakness of the system includes, 

I) The appra isal system focuses on measuring individual traits and behaviors rather than 

focusing on achievement. 

2) The appraisal system is designed to appraise all employees irrespective of their level 

and position using the same criteria . 

3) The measurement of perfo nnance was not establi shed based on tangible rcsu lts which 

make the appraiser to evaluate based on his own judgment. 

It was in 200 I the govel11ment decided to introduce the new (modern) type of performance 

appraisa l system. However, the system, which was introduced at that time, fail ed to be 

implemented due to different reasons. The major reasons why it failed to implcment were 

listed in the training manual, which was prepared by Addis Ababa C ivil Service Comm iss ion 

(2003: I) as fo llows. 

• the measurement criteria was prepared based on employees job descriptions 

rather than based itsel f on the strategic plan of the organizations. 

• rather than focusing on the accomplishment of performance plan the foc us 

tends to measure personality. 

• it did not give due attentions for the contribution and measurement or 

organi zation and teams perfonnance. 

• it measured results in terms of outputs only leaving aside the outcome and 

impact. 

• measures and standards did not include cost effecti veness. 

• it was not giving due attentions for the invol vement of all stakeholders on the 

process of performance management. 
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Due to the problems ment ioned above the performance management system with a new way 

of measuring performance was introduced in the Ethiopian Civi l Service, including the City 

Administration of Addis Ababa. 

According to the training manua l prepared by the Ministry o f Capac ity Building (May 

2003: 14-28) the performance management framework that has been se lected for the Ethiop ian 

civil service is shown as below. 

Step 5. Establish a system for Step I. De fi ne organizational mission 
ana lyzing reviewing, and and strategic performance objectives. 
reporting perfo rmance data. 

--- ----. 
~---------------- -~ , 

Step 3. Establish 
, , , , 

accountabi lity ro' 
, , , , perfo rma nce , , , 

r--------T--------~ - , 
- , , 

-- , -, 

-- y , '. Stcp 6. Establish a systcm roc Step 4. Establish a perfo rmance Stcp 2. Establish ,til intcgr:.l1ed 
using performance to drive - system for collecting data to ~ performance measun:=ment system. 
improvemen t assess perfonnanee. 

Diagram 2: 
Performance based management Framework selected for the Ethiopian Civil Service 

(source, performance based management Hand Book 85), 

The manual defined performance based management as "Performance based management is 

systematic approach to performance improvement through an ongoing process of establi shing 

strategic performance objectives; measuring performance; collecting, analyzing, reviewi ng 

and reporting performance data; and using that data to drive performance important". 

Th is is the conceptual framework of the performance based management which begins to 

implement in the Ethiop ian civil service. The regional governments including the cha rtered 

c ity i.e. Addis Ababa are also expected to implement the same. 

W hat the frame work tells us? 
As we have seen in the di agram I the rBM system se lected to introduce for the Ethiopia civil 

service is a six step system. 
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Step 1. Deline organizational mission and strategic performance objectives 

This phase is also known as the strategic planning phase. Strategic plan has developed first for 

the organization which needs to establish a performance management system. 

According to PBM SIG hand book V. I (200 I : 12) the strategic plan will provide as two 

important "Performance based" products, that is performance plans and performance 

agreements. These two issues are very important for the deve lopment of strategic performance 

measures. 

• What is performance plan? Performance plan explains what is expected to be achieved 

by the organization and individuals in terms of specific results against the goa ls, 

objectives and strategic plan, i.e. what is expected to be accomp li shed for the budgeted 

money. It is a lso used for establishing performance agreements and for comparing 

planned results to actua l performance results . 

• What is performance agreement? It is prepared by the managemen t and those doing 

the work. It is to provide a process for measuring performance and to estab li sh 

accountab ility. [t states the expectation for each party. 

Step 2. Establish an integrated performance measurement system 

Performance measurement system is the second step in the overa ll performance management 

system. This step provides life to the organization mission, vis ion and strategy. It al so helps 

individuals to know how they contribute to the success of the organization and its ' stake 

holders measurable expectations. 

The major components of an integrated perfo rmance measurement system include; 

I) Strategic plan - which set the foundation for effective performance measurement 

systems. 

2) Key business processes - process and their activities are the means to ach ieve the 

out comes - the end results of the strategic plan. Process and activities needs 

performance measures. Therefo re, we have to keep enough number of key business 

processes - not too many or not too few. 

3) Stake holder needs - those who have a stake in the future success of the 

organi zation or unity. It is a must to know who they are and what expectation do they 

have. 
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4) Senior management involvement - top executives should initiate the introduction or 

performance measurement and continuall y promote it. It is very important to have a 

leadership commitment for the success of performance measurement system. 

S) Employee involvement - employee invol vement in the process is criti cal employees 

involvement is very important because of their contribution for input-output- out 

comes and any other aspects of the organi zation . 

6) Accountability for measures - a successful integrated performance measurement is 

directly related with a successfu l system of accountability. Both managers and 

employees assume responsibili ty in some part of the performance measurement. 

7) A conceptual frame work - it can he lp in deciding what to measure. 

8) Communication - communication should be multidirectional , i.e. top-down, bottom 

up and hori zontally within and across the organization. 

9) Sense of urgency - it is to describe the concept, of the need to mo ve aggress ive ly. 

Performance measurement and performance management come into being as a 

response to a threatening organi zation. 

Performance measures must be integrated into tow directions, i.e. vertica lly and horizonta ll y. 

vertical integration helps to focus employee's effort towards organi zations strategic 

objectives. On the other hand horizontal integration assumes the optimization of work now 

across all process and organizational boundaries. 

The accountab ility environment establi shed by the management at the top and goes down to 

the lower level of management until it reaches to the individual workers . 

Requirements for the successful establi shment of an accountability environment, 

• Leadership - accountability environment establi sh from the top down: 

• Reciprocation - the two wayness of accountability ass ign. There is a rec iprocity 

relation between the one what ass igned authori ty and delegated responsibility. 

• Equity - the leadership should be fair. Inequality should be avo ided because it wi ll 

destroy trust and organizational credibi lity. 

• Trust - faimess brings trust; trust indicates fairness. Accountabil ity relationship can 'I 

be estab li shed with out trust. 
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• T ransparency - is one of the sustaining elements and key to the establ ishment of an 

accountability environment. 

• Clarify - one of sustaining element of accountab ili ty. It is to have a clear picture of 

what results and expected key focus areas for clarify are authority, organ izational 

mission, roles responsib ility, performance expectations, and performance repo rting. 

• Balance - balance between accountability and responsibilities, expectations and 

capac ities; and pay & performance. 

• Ownership - sense of ownerships fo r actions. 

• Consequences - accountability is meaningless without consequences. Accountabili ty 

comes with liability and liability indicates consequences. 

• Consistency - consistency ensure stability. 

• Follow ship 

Step 3 Establish a process/system for collecting data to assess performance. 

Accountabili ty is an integral process to each of the other five steps in the six steps to 

establi shing performance-based management. Accountability has to be estab li shed fi rst 

through an "accountability environment, then through an accountabil ity frame work. The 

environment integrates accountabi lity into the individual, team, and organ izational 

performance. Before we go to the co llection of data, we have to understand 

I. the need to co llect data 

2. the characteri stics for a good performance measurement system 

Those who develop the data co llection plan should understand what information managers 

need to make dec ision. They should not concentrate on what is ava ilab le data . 

Data collection must be 

• focused on the organization 'S assessment and improvement needs. 

• fl ex ible to take advantage of any data sources or method that IS feasible and cost 

effic ient. 

• simple and aligned with the organization 's needs to provide clear, relevant information 

and 

• consistent to allow comparisons and easy transition from the data set to the nest. 
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Verification and val idation of the data are very important to ensure the data collect ion and 

analys is to apply for the decision making. 

Data co llection is needed for information which is a base for decision making. Da ta co ll ection 

plan needs to be developed before we go to the task of co ll ection. The integri ty of the 

performance measurement program is dependent on the quality of the co ll ected data. 

Step 4 Establish a process/system for collecting data to assess performance 

When we develop or update performance measures we have to consider a conceptual 

framework to stimulate thoughts what should be measured If we are just developing the 

performance measurement system, we have to select one of the frameworks and use it. When 

we are updating the ex isting performance measures we have to look for, which is best fit for 

our organization by investigation? What new ideas do other frameworks have? 

We have four performance measurement frameworks. These are 

I ) the balanced score care, 

2) the "critica l few" performance meas ures, 

3) performance dashboards, and 

4) the Malcolm Baldrige National Qua lity Award Criteri a. 

"The performance measurement framework that you se lect will help you to determ ine yo ur 

strategic focus as you begin to develop you performance measures." 

Step 5 Establish a process/system for analyzing reviewing, and reporting performance 

data. 

The purpose of data analys is and review is to convert the data to performance in formation. 

Through this process the organization has got what has happened, why thi s might vary from 

what was expected and then what should be done as a remedy. 

"A nalysis is required through out the performance based management cycle, but is 
particularl y cri tical at the time when perfo rmance data is prepared for use by 
managers and staff for the following purposes; setting new goals or targets; 
eval uating progress against goals or targe ts; va lidating the measures and 
measurement process; and answering "why" something happened" 

The data anal ys is has the foll owing four components 

a) formu late the question which we try to answer, 
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b) collect and organize the data and facts relating to those questions, 

c) ana lyze the data to determine the fact - based answer to those questions, and 

d) present the data in a way that clearly communicates answers to the question 

The training needs for data analys is vari es by the degree to which the orga ni zation or the 

person involved in data anal ys is. 

Step 6 Establish a process/system for using performance information to drive 

improvement. 

Utilizing performance information wi ll help for any organi zation to win the present sti ff 

competition by utili zing scarce resources appropriately . Utilizing performance in fo rmation 

will help to achieve performance improvement. Management can use perfo rma nce 

information for 

a) driving performance improvement 

b) benchmarking (including the use of performance data to accomplish benchmarking 

and the use of benchmarking data to dri ve improvement) , and 

c) changing management processes through reengineering, continuous improvement, and 

process improvement. 

Performance management information is used for 

a) management and individual performance wi th a view of current and past leve ls of 

performance, and 

b) as an indication of future performance 

Performa nce measu res should a lways a li gn with overall objectives. 

Management should review performance information routi nely. The frequen cy of the rev iews 

should be determined by the competiti ve environment, the nature of the objective being 

measured , the level of review and many other factors. 

The opportunity for reengineering and improved allocation of resources will become clear, as 

performance information is gathered and analyzed. For initial improvement priori ti es 

benchmarking IS very important. The single most important and va luable benefi ts of 

benchmarking IS that it allows as to see beyond our existing paradigms of process 

performance. As we benchmark other organi zations, we greatl y improve the likelihood of 

see ing tomorrow so lutions to today's problems. 
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We can make a dramatic process change (improvement) by reengineering. Through 

reengineering cost can be reduced from 20-90%, cyc le time from 60- 100%. Reeng ineering is 

needed when 

• the current business is not working 

• dramati call y change is required in the way of doing bus iness . 

The framework, which is shown in the performance-based management handbook seri es, IS 

a lso similar to the Ethiop ian Civil Service Performance-based management framework 
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CHAPTER THREE 

Data presentation and analysis 

3.1 Explanatory Statement 

Chapter three of the study focuses on the data presentation and analysi s. Here the raw 

data collected through questionnaire and documents, is presented and ana lyzed. For thi s 

purpose the researcher distributed questionnaires for 43 managers and 126 employees. 

From the total number of questionnaires that distributed for managers and employees, 

41(95%) were co ll ected from managers and 120(95%) were collected from employees. 

Besides the questionnaires di stributed sample documents wh ich are directly related with 

implementation of the performance management system which prepared in the sample 

schools and in the head office of Addis Ababa Education Bureau has co llected and lIsed 

for the ana lysis purpose. 

Therefore, the data presented and anal yzed here under is based on 

I) data collected through questionnaire form 161 respondent and 

2) data collected from documents which provide information about 

employees, teams and organization performance and development pl ans, 

interim cO llching and development and performance review 

3.2 Analyzing the profiles of the respondents 

Table NQ3 

Employees by sex, age group, work experience, educations and job or positions. 

Respondent 
S.N Item Number In percent 

I Sex: 

a) Male 
84 70 

b) Female 36 30 
Total 120 100 
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Res ondent 
S.N Item Number In percent 

2 Age group 
a) 20-30 33 27 .5 
b) 3 1-40 25 20.83 
c) 41-50 38 31.67 
d) 51-60 24 20 
Tota l 120 100 
Tota l 120 100 

4 Education 

a) MA/MSc 4 3.33 
b) SA/SSc 40 33 .33 
c) Diploma 47 39.17 
d) Certi ficate 29 24.1 6 
Total 120 100 

5 Job or posi tions 

a) Expert 8 6.66 
b) High school teachers 45 37.50 
c) Primary school teachers 67 55.83 
d) Others - -
Total 120 100 

Out of the 120 respondents 84 (70%) are male while 36 (30%) are female employees. 

When we ca lculate the age group of the respondents out of 120 respondents 33 (27.5%) 

are at the age of 20-30, 25 (20.82%) are at the age of 31-40, 38(31.67%) are 41-50, and 

the remaining 24(20%) are 51-60. When we come to their work experi ence and exposure 

to the work envi ronment out of the 120 respondents 28 (23.33%) have a work experience 

from I to 5, 19 (I5.83%) have a work experience of 6-10, 3(2.5%) have a work 

experience of 11 - 15 and 70(58.33%) 16 and above 16 years. 

When we look at the educational background of the respondent we find that out of the 

total number of 120 respondent 4(3.3%) are MAiMSc holders 40 (83.3 3%) are SA/SSc 

holders, 47(39. 17%) are Diploma holders and 29 (24.16) are certifi cate holders. Out of 

the total 120 employees those gave responses to the questionnai re 8 (6.66%) are experts 

in the head office of Addis Ababa Education Bureau, 45(37.50%) are secondary school 

teachers and 67(55.83%) are primary school teachers. 
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• 

As shown in the table and the descriptions that fo llow most of the respondents have the 

experi ence more than five years. It implies that they have the exposure for the work 

environment and the responsibili ty and mandate of the organization. 

Table NQ 4 

Managers by sex, age group, work experience, educations and job positions. 

Respondents 

S Item 
Dept.head Service heads Team leaders Schoo l School deputy 

s directors directors 

N 
In In In In % In 111 % In 111 % In NQ In 0;;) 

No % No No No 

I Sex: 
a) Male 

4 100 2 66.67 6 85.57 10 100 13 76.48 

b) Female - I 33.33 I 14.28 0 0 4 23 .53 

Tota l 4 100 3 100 7 100 10 100 17 100 

2 Age group 

a) 20-30 
- 4 23.53 

b)3I-40 - I 33 .33 2 28.57 2 20 

c)4 I-50 4 100 I 33.33 3 42.86 6 60 8 47.06 

d) 51-60 - I 33.33 2 28.57 2 20 5 29.41 

Total 4 100 3 100 7 100 10 100 17 100 

Work 
3 experience 

in years 
a) 1-5 3 17.65 

b) 6-1 0 I 14 .29 I 5.88 

c) 11 - 15 I 33.33 I 10 

d) 16 and 4 100 2 66.67 6 85.7 1 9 90 13 76.97 

above 
Tota l 4 100 3 100 7 100 10 100 17 100 

4 Education 
back 
ground 
a) Ph D 

b) MAIMS e 2 50 3 42. 86 I 10 2 11.76 

c) BA/BSe 2 50 3 100 4 57. 14 5 50 6 35.24 

d) Diploma 4 40 7 41.1 8 

c) 
2 11.76 

Certifica te 

Total 4 100 3 100 7 100 10 100 17 100 

As shown in Table number 4 among the managers who responded to the quest ionnaire 

4(9.76%) are department heads, 3(7.32%) are service heads , 7(l 7.07%) are team leaders. 

10(23 .26%) are school directors and 17(41.46%) are deputy school directors. 
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When we look at the age group we observe that all the department heads are in the age group 

between 41-50, on the other hand the age group for the service heads vari es from 1(33.33%) 

3 1-40, I (33.33%) 41-50, and 1(3 3.33%) 51-60. When we look at the age groups for 7 teal11 

leaders who responded to the questionnaire 2(28.57%) are at the age of 3 1-40, 3(42.86%) are 

between 41-50 and 2(28.57%) are at the age of 51-60. 

With respect to the work experience and exposure to the work environment the respondent 

have the following characteri stics. All the four departl11ent heads have the experience in yea rs 

16 and above. I (33 .33%) of the respondent of service head is having work experience 

between 11-1 5 years while 2(66.66%) of service heads have a work experience of 16 and 

above 16 years. Among the seven team leaders I (14.29%) has experi ence of6- 10 years. The 

rest of the teal11 leaders, that is, 6 (85 .7 1 %) have the work experience in years 16 and above . 

The work experience and exposure to the work environl11ent of the school directo rs is 16 and 

above for the 9(90%) of them and only one ( 10%) has a work experience of 11-1 5 years. 

Among the deputy directors 3(1 7.65%) have a work experience of 1-5 years, 1(5.88%) has a 

work experience of 6-10 and 13(76.47%) of them have a work experience in years 16 and 

above. 

When we look at the educationa l background of the respondents we find that, 2(50%) of the 

department heads are MAiMSc holders and the rest that is 2(50%) of them are a BAiBSe 

holders. All the service heads that are 3(100%) are a BAIBSc holders.Out of the seven teal11 

leaders 3(42 .86%) are a MAiMSc holders, wh ile the rest that is 4(57. 14%) are a BA/BSe 

holders. Out of the 10 school directors I ( 10%) is a MAIMSc holders, 5(50%) are a BA/BSe 

holders and 4(40%) are diploma ho lders. Out of the 17 deputy directors 2(11.76%) arc 

MA/MSc holders, 6(35 .29%) are BAIBSc ho lders, 7(4 1.1 8%) are a diploma holders, and onl y 

2 (1 1.76%) of them are certificate holders. 

According to the standard issued by the Ministry of Education and the Eth iopian Federal Ci vi l 

Service Agency (Addis Ababa Civi l Service Commission); 

a) fi rst cyc le school principals should be certifi cate graduate and have not less than 5 years 

work experi ence, 
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b) second cycle primary school principals should be diploma graduate and have not less than 

5 years work experience, 

c) secondary school principals should be BSclBA graduate and have not less than 5 years 

work experience, 

d) all team leaders in the Bureau are at PS(professional sc ience 8) wh ich requires a minimum 

of ESc/SA degree and a work experience of9 years . 

e) all service heads in the Bureau are at PS(professional science 8) which requires a min imum 

of SSc/SA degree and a work experience of9 years. 

f) a ll department heads in the Sureau are at PS(profess iona l science 9) which requires a 

mi nimum of BSc/BA degree and a work experience of 10 years. 

All the managers have su ffic ient capac ity and fulfill the mi ni mu m standard required for the 

position. Therefore in terms of the capacity required for these manageria l positions there is no 

problem. 
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3.3 Understanding of the PBM 

Ta ble NQ 5 

T he Amonnt and Depth of Training Provided for Managers and Employees 

ReSI)OnSeS 

St rongly Disagree No opinion Agree Strongly 

S disagree a 'ree 

Survey Question No % No % No % No % No 0;;) 

~ 

I Sufficient training IS provided 

for each level of managers which 
enab le them to understand the 

benefit and how (0 draft and 
in troduce the performance 

management system 111 thei r 

work un it or organizat ion. 

a) Employees - - - - - - - - - -

b) Managers 5 12.20 23 56 I 2.44 8 19.51 4 9.76 

Total 5 12 .20 23 56 I 2.44 8 t9.51 4 9.76 

2 Su ffi cient training IS provided 

for employees to understand the 

bene fit and objectives of the 

performance management. 

a) Employees 17 14.17 67 55.83 10 8.33 15 12.50 11 9.17 

b) Managers - - - - - - - - - -

Total 17 14.17 67 55.83 10 8.33 15 12.50 11 9.1 7 

3 Most of the trai nings arc vague I 

and can not help managers well I 

to do with the principles and 
I 

objectives of performance 

management. 

a) Employees - - - - - - - - - -

b) Managers 1 2.44 14 34. 15 5 12.20 18 43.90 3 7.32 

Total 1 2.44 14 34. 15 5 12.20 18 43.90 3 7.32 

4 Most of the tra inings are focused 

on how to prepare performance 

measurement leaving as ide other 
I 

elements of performance 

management. 

a) Employees 3 2. 5 14 11.67 12 10 77 64. 17 14 11.67 

b) Managers 2 4.88 8 19.5 1 10 24.39 16 39.02 5 1220 

Total 5 3.11 22 13.66 22 13.66 93 57.76 19 11.80 

5 Many managers (employees) 

still understand performance 

management as a better 

mechani sm of contro ll ing 

employees rather than its basic I 
assumptions of (stretching i 
indi v iduals' effort ) achieving I 
results through employee 

deve lopment. 

a) Employees 7 5.83 9 7.50 6 5 73 60.83 25 20.83 

b) Managers 2 4.88 11 26.83 5 12 .20 16 39.02 7 17.07 

Total 9 5.59 20 12.42 II 6.83 89 55.28 32 19.88 
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As we have seen in Table nQ 5 on the issue of awareness creation and the depth of traini ng 

prov ided or both employees and managers the fo llowing informat ion is obtained. With regard 

As we have seen in Table nQ 5 on the issue of awareness creation and the depth of training 

provided or both employees and managers the following infonnation is obta ined. With regard 

to the suffi c iency of tra ining that is provided to managers to enab le them we ll understand the 

benefi t and how to draft and introduce performance management system in their work unit of 

organi zation, 4(9.76%) of the manage rs strongly agree 8( 19.5 1 %) agree and I (2.44%) of the 

managers didn ' t have opinion. Where as 23(56. 1 %) of them di sagree and 5( 12.20%) of the 

managers strongly di sagree with the suffi ciency of the training which is provided to the 

managers. 

With respect to the questions raised in SN.2 about awareness of employees I I (9. 17%) 

strongly agree while 15( 12.50%) agree to the idea that sufficient training provided for 

employees which enable them to understand the benefits and objectives of performance 

management. On the other hand 10(8.33%) of the employees have no opinion and 67(55.83%) 

di sagree and 17(1 4.1 7%) of the respondents strongly disagree with the suffi ciency of the 

training provided. 

For the questions presented in the Table No 5 SN 3, Out of the total number of manage rs who 

respond to the questionna ires 18(43.90%) agree to and 3(7.32%) strongly agree to the idea 

that most of the trainings are not clear and so vague that it could not help them well to do 

with the principles and objecti ves of performance management. 5( 12.20%) of them do not 

have any op inion and 1(2.44%) strongly di sagree and 14(34. 15%) of the managers disagree 

with the idea rai sed in the question. 

With regard to the focus of the trainings (see Table No 5 S.N 4) 19( 11.88%) of the 

respondents who consist of 14( 11.67%) of employees and 5( 12.20%) managers strongly agree 

and 93(5 7.76%) who consist of 77(64. 17%) of employees and 16(39.02%) of managers agree 

to the idea which says the trai nings focused on performance measurement leav ing as ide other 

components of performance management. 22( 13.66%) of the respondents who consist of 

50 



12( I 0%) of the employees and 10(24.39%) of the managers did not have any opinion. While 

5(3.1 1 %) of the respondents who consist of 3(2 .5%) of the employees and 2(4.88%) of the 

managers strong ly disagree and 22(13.66%) of the respondents who consist of 14( I 1.67%) of 

the employees and 8( 19.5 1 %) of the managers di sagree with the idea of the issue ra ised 

above. 

For the question presented in Table 5 S.N 5, 9(5 .59%) of the respondents who consist of 

7(5.83%) employees and 2(4.88%) managers strongly disagree and 20( 12.42) of the 

respondents who consist of 9(7.50%) of employees and II (26.83%) of managers di sagree 

with the idea that both managers and employees understand performance management as a 

mechanism of controlling employees rather than its bas ic assumptions of (stretching 

individuals' effort) achieving results through employee development. While 11(6.83%) of the 

respondents who consist of 6(5%) of employees and 5( 12.20%) of managers do not have an y 

op in ion on the subj ect. 89(55 .28%) of the respondents who consist of 73(60.83%) of 

employees and 16(39.02%) managers agree and 32( 19.88%) of the respondents who consist 

of 25(20.83%) of employees and 7(17.07%) of the manage rs agree with the idea raised in the 

question. 

From the data that we have seen on Table NQ 5 and the presentation that foll ows it is possible 

to say that 

• the majority of the managers, that is 28(68.20%) did not strongly agree/agree with the 

suffi ciency of the trainings. It implies that the performance plans set for employees. 

teams and organizations are not well prepared. 

• employees are not very well informed about the objectives and beneti ts 01' 

performance management. This can be one of the hindrances for effective 

implementation and a challenge for manage rs to Improve the performance of 

employees as we ll as the performance of organizations. 

• Suffi cient trai ning is not provided fo r both employees and manager which help them 

to have a c lear understanding of the concept of performance management. How could 

a manager be ab le to implement if he/she has not well understood the conceptual 

framework of performance management? How could employees be cooperative and 
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supportive to the system if they could not understand the objecti ve and benefit s of the 

performance management? 

• Even those trainings which were provided to both managers and employees mainl y 

focu sed on how to prepare performance measurement. This means other components 

of performance management are not considered seriously. 

• As many employees and managers fe lt that performance management is a better 

mechanism and a better way to impose stri ct contro l on employees which is aga inst of 

its basic assumptions of (stretching individuals effort) ach ieving results th rough 

employee development. 

Table NQ 6 
c ommitment 0 f f the managers and employees to implement per ormance management 

Responses 
Strongly Disagree No Agree Strongly 
disagree opinion a rcc 

S. Survey Question No % No % No % No % No % 
N 
t The leadership at each leve l 

exh ibil unreserved effort and 
C0I11111 j tmcn t for the 
introducti on and 
implementation of the 
perfonnance management. 
a) Employees - - - - - - - - - -
b) Managers 6 14.63 15 36.59 4 9.76 13 3 1.70 3 7,32 
Total 6 14.63 15 36.59 4 9.76 13 31.70 3 7.32 

2 Every employee has given 
strong support and 
commitment for the 
introduction and 
imp lementat i on of the 
performance management 

S}'S tem. 
a) Emp loyees 36 30 72 60 6 5 4 3.33 2 1.67 
b) Managers - - - - - - - - - -
Total 36 30 72 60 6 5 4 3.33 2 1.67 

The above Table NQ.6 shows the level of commitment that employees and managers have for 

the introduction and implementation of the system. 

As we have seen on Table NQ 6 S.N I, 3(7.32%) of the managers strongly agree anci 

13(3 1. 70%) of the managers agree on the commitment and effort that every manager makes 
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for the introduction and implementation of the performance management. 4(9.76%) of the 

managers do not have any opinion while 15(36.59%) disagree and 6( 14.63%) stron gly 

d isagree with the issue rai sed there. When we come to S.N 2 of Tab le NQ 6 we see that out of 

the total nQ of respondents 2( 1.67%) strongly agree 4(3.33%) of the employees agree to the 

support and commitment of employees for the introduction and implementation of the 

performance based management system in the organization. 6(5%) of the respondents do not 

have any opinion and 72(60%) of the respondent di sagree and 36(30%) of the respondents 

agree w ith the support and commitment of employees for the introduction and implementation 

of the system in the organization. 

According to the PMSIG hand book (V-I,2001) the leadership at each level should ha ve 

strong commitment fo r the introduction and implementation of the system. With out strong 

devotion and support of the management group the system could not be properly 

implemented. But, the information that we have (Table NQ 6 S.N I ) shows us that most of thc 

management groups are not strongly committed fo r the implementation of the system in the 

organization. One of the reasons for such kinds of prob lems could be luck of bettcr 

understanding of the PBM system. 

S 
N 

1 

2 

Table NQ 7 

Freedom of Managers to act 

Res,)ollses 
Strongly Disagree No opinion 

Survey Question disagree 
N % No % No % 
0 

The higher authorities in itiated 
and ordered the il1lroduction and 
implementation of the 
performance management III the 
organization of all the civil 
service. 
a) Employees - - - - - -
b) Managers 3 7.32 10 24.39 6 14.63 
Total 3 7.32 10 24.39 6 14.63 
Performance management is 
highly politi cized and considered 
as the duties of the politically 
appointed bosses . The technical 
parts put aside and those who 
in volve actively are considered as 
the supporters of and members of 
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a ree 

No % No % 

- - - -

14 34. 15 8 19.51 
14 34.15 8 19.51 

I 

I 
I 
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the ruling party . 
a) Employees - - - - - - - - - -

b) Managers 8 19.5 1 5 12.20 4 9.76 14 34. 15 10 24.34 
TOla l 8 19.51 5 12.20 4 9.76 14 34 .1 5 10 24 .34 

Are managers at each level free to or not to Introduce and Implement performance 

management based on the context and nature of the organization? The responses are as 

recorded in Table 7 above",. 

., 
'.'\ 

As we have seen on Table NQ 7 'bf S.N. I , out of the management respondents 8( 19.5 1 %) 

strongly agree and 14(34. 15%) agree on the introduction and implementation of thc 

performance based management system is initiated and ordered by the higher authorities. 

6( 14.63%) of the respondent don't have any opinion and 10(24.39%) di sagree and 3(7.32%) 

strongly di sagree with the issue raised above. 

With respect to S.N. 2 of the same Table, out of the total number of respondent managers 

10(24.39%) strongly agree and 14(34. 15%) agree with the idea that performance based 

management is highly politicized and considered as the duties of the politica ll y appointed 

bosses. 4(9 .76%) of the managers among who responded the questionnaire do not have 

opinions and 5( 12.20%) di sagree and 8(19.5 1%) who respond the questionnaire strongly 

di sagree with the issue raised in the Table. 

From the above in formation we can understand that the performance based management that 

is introduced and implemented in Addis Ababa Education Bureau do not owned by managers. 

Rather it is assumed as imposition by some external body which is beyond the organization 

needs. The managers assumed they do not have enough freedom to act or change the system 

according to the organization needs. 
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3.4 Introducing and developing a PBM frame work 

Table NQ 8 
T he role of th e M ana ger s to introduce P erformance M anagem ent system 

Responses 
Strongly Disagree No opinion Agree Strongly agree 

S. disagree 
N Survey Question No % No % No % No % No (Yo 

1 The management at any 
time [n each leve l was 
taking care of the 
invol vement of all the stake 
holders. 
a) Employees 2 1 17.5 51 42.95 14 11.67 2 1 17.50 13 10.83 
b) Managers 1 2.44 18 43.90 8 19.51 12 29.27 2 4.88 
Tota l 22 13.66 69 42.86 22 13.66 33 2.0.50 15 9.32 

2 There was a well-prepared 
strategic plan, which IS 

prepared wi th the 

I 
involvement of all the 
concerned parties. 
a) Employees 18 15 58 48.33 16 13.3 3 18 15 10 8.33 
b) Managers 1 2.44 23 56.10 6 14.63 9 2 1.95 2 4.90 
Tota l 19 11.80 8 1 50. 3 1 22 13.66 27 16.77 12 7.45 

3 A II managers make clear to 
employees uncleI' their 
supervision what IS [ 

expected to ach ieve, how 1 

could it be achieved and i 
how cou ld it be achieved I and how can employees 
improve the job when they 
should do a goodiob. 
a) Em]J!Q.)'ees 10 8.33 51 42.50 14 11.67 25 20.83 20 16.67 I 
b) Managers 3 7.32 20 48.78 3 7.32 14 34.1 5 1 2.44 ' 
Tota l 13 8. 10 7 1 44.10 17 10.56 39 24 .22 1 1304 

4 There is an accountable 
department or organ ttl 

guid ing, organ izlIlg, 
communicating all 
emp loyees and managers 
the benefit and the genu ine 
comm itment to the process 

of performance management 

a) Employees 26 21.67 67 55.83 18 18 5 4.17 4 3.33 
b) Managers 3 7.31 27 65 .86 5 12.20 6 14.63 0 0 
Tota l 29 18.0 1 94 58.39 23 14.29 11 6. 83 4 2.48 

5 Most of the mangers should 
not only understand the 
performance management in 
the organ ization focused 0 11 

the ~erformal1ce of 
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employees but it also 
focused on the performance 
or organ izati on, departmenl, 
process, programs, services 
to interna l cllstomers, 
projects and team. 
a) Employees 17 14. 17 64 53.33 16 13.33 10 8.33 13 10.83 
bl Managers 3 7.32 23 56.10 5 12.20 10 24.39 0 0 
Total 20 12.42 87 54.04 2 1 13.04 20 12.42 13 8.07 

In the above Table nQ 8 S.N lout of the tota l number of respondents IS (9.32%) who 

composed of 13( I 0. 83%) of employees and 2(4.88%) of managers strongly agree and 

33(20.50%)15 who composed of 21(17.50%) of employees and 12(29.27%) of managers 

agree with the managers ro le and effort to make stakeho lders involve in the process of 

performance management. 22( 13.66%) 15 who composed of 14(11.67%) of employees and 

8(19.51%) of managers do not give any opin ion. 69(42.88%) who composed of 51(42.95%) 

of employees and 18(43.90%) of managers di sagree and 22( 13.66%) who composed of 

2 1 ( 17.50%) of employees and I (2.44%) of managers strongly di sagree with the issue thai 

ra ised in SN I. 

With respect to S.N. 2 of the same Table, out of the tota l number of respondents 12(7.4S%)of 

the respondents who composed of 10(8.33%) of employees and 2(4.90%) of managers 

strongly agree and 27(16.77%) who composed of 18( 15%) of employees and 9(21.95%) 01' 

managers agree with the avai labi lity (ex istence) of a well prepared strategic plan i.e. a 

strategic plan which is prepared fo llowing all essential and important procedures. 22(13.66%) 

of the respondents who composed of 16(13.33%) of employees and 6( 14.63%) of managers 

do not have any opinion. 8 1 (50.3 1 %) who composed of 58(48.33%) of employees and 

23(56. 10%) of managers disagree and 19(11.80%) of the respondent who composed of 

18( 15%) of employees and I (2.44%) of managers strongl y disagree with the ex istence of a 

we ll prepared strategic plan. 

To the same Table S.N 3 we have seen 2 1 (13.04%) of the respondents who composed 01' 

20( 16.67%) of employees and 1(2.44%) of managers agree and 39(24.22%) of the 

respondents who composed of 25(20.83%) of employees and 14(34. 15%) of managers 

strongly agree to managers well play their role by making c lear what is expected to achieve. 
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how could it be ach ieved and how can employees improve in their job for all the employees 

under their supervision. 17(10.56%) of the respondents who composed of 14(1 1.67%) of 

employees and 3(7 .32%) of managers do not have any opinion. 71(44.10%) of the 

respondents who composed of 5 1 (42.50%) of employees and 20(48.78%) of managers 

di sagree and 13(8 .1 0%) of the respondents who composed of 10(8.33%) of employees and 

3(7 .32%) of managers strongly di sagree with the point raised above. 

With regard to S.N 4 out of the tota l number of respondent 4(2.48%) of the respondents who 

composed of 4(3.33%) of employees and none of managers strongly agree and II (6.83%) of 

the respondents who composed of 5(4. 17%) of employees and 6( 14.63%) of managers agree 

with the ex istence of a estab li shed organ in the organ ization for guiding, organi zing and 

communicating employees and managers on the benefit and the genuine commitment to the 

process of performance based management. On the other hand 23(14.24%) of the respondents 

who composed of 18(15%) of employees and 5(12.20%) of managers do not have opin ion. 

94(58.39%) of the respondents who composed of 67(55.83%) of employees and 27(65.86%) 

of managers di sagree and 29( 18.0 I %) of the respondents who composed of 26(2 1. 67%) of 

employees and 3(7.3 1 %) of managers strongly disagree with the ex istence of a estab li shed 

organ for the purpose mentioned above. 

[n the same Table S.N.5 13(8.07%) of the respondents who composed of 13( I 0. 83%) of' 

employees and none of the managers strongly agree and 20( 12.42%) of the respondents who 

composed of 10(8.33%) of employees and 10(24.3 9%) of the managers agree with the 

understanding of managers about the performance based management with respect to its 

foc us, not only on the performance of employees but also the performance of organi zation . 

department, process programs, services to internal customers, proj ects and teams. But 

2 1(13.04%) of the respondents who composed of 16(13 .33%) of employees and 5( 12.20%) of 

managers do not have any opinion on thi s aspect. 87(54.04%) of the respondents who 

composed of 64(53.33%) of employees and 23(56. 10%) of managers di sagree and 

20(12.42%) of the respondents who composed of 17( 14.17%) of employees and 3(7.32'%) of' 

managers strongly disagree with the understanding of managers as mentioned above. 
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s. 
N 
I 

From the information that we have in the table, the descriptions that follows and from the 

document ana lys is that found in the organization, it is poss ible to say the management groups 

don ' t play the role which it is expected to play. It seems just kicking the ball without thin ki ng 

where the goal is. There is no sufficient involvement of the concerned stake holders. The 

strategic plan either ill-prepared or it is not totally prepared. Employees are not clear what 

their supervisors (managers) expect from them, how could it be ach ieved, and ho w can 

employees improve on their job. Managers do not estab lish an organ which leads and provides 

technical support for the implementation of the system. 

Table NQ 9 

The performance based management frame worl, 

Responses 
Strongly Disagree No Agree Strongly 
disagree opinion a rec 

Survey Question No % No % No % No % No %) 

There IS a well-understood 
perfonnance management frame 
work in the organiza tion by both 
the employees and the managers. 
a) Employees 34 98. 33 70 58.33 10 8.33 5 4.16 I 0.S3 
b) Managers 12 29. 27 21 51.22 3 7.32 5 12.20 0 0 
TOlal 46 28.57 91 56.12 13 8.07 10 6.2 1 I 0.62 

Is the performance management frame work that developed for the organ ization well 

understood? To this question the answers of the respondents have been tabulated in Table 

9.The responses are: I (0 .62%) of the total respondents which composed of I (0.83%) of the 

employees and none of the managers strongly agree and 10(6.2 1%) who composed of 

5(4.16%) of employees and 5( 12.20%) of the managers agree. 13(8.07%) of the respondents 

who composed of 10(8.33%) employees and 3(7.32%) managers do not have opinion on the 

issue raised. 9 1 (56.52%) of the respondent who composed of 70(58.33%) of employees and 

2 1(51.22%) of the managers disagree and 46(28 .57%) of the respondent who composed of 

34(28 .33%) of employees and 12(29.27%) of the managers strongly di sagree with the 

question raised in Table 9. 

Thus, Table 9 indicates that the vast majority of the respondents either di sagreed/strongl y 

di sagreed to the view that there is a we ll-understand performance management framework by 
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employees and managers. Therefo re, it could be possible to say that there may not be 

suffi cient training that helps them to understand the PBM and give due attention to the 

system. 

Table NQ 10 

The content and development of performance and development plan? 

R esllonses 

Strongly Disagree No op inion Agree Strongly 

d isagree a rec 

S. Survey Question No % No % No % No % No % 

N 
I The performance and 

deve lopment plan IS we ll 

prepared for the organization , 

teams and employees. 
a) Emp loyees 13 10.8 52 43 .33 20 16.67 25 20.83 10 8.33 

b) Managers 3 7.3 2 24 58.54 6 14.63 5 12.20 3 7.32 

Total 16 9.94 76 47.20 26 16. 15 30 18.63 13 8. 15 

2 Well thought out 

organizational goa ls arc 

developed and associated 
with organizationa l results in 

terms of units o f performance 

a) Employees 9 7.50 52 43.33 2 1 17.50 27 22.50 II 9. 17 

b) Managers 3 7.32 30 73. 12 I 2.44 6 14.63 I 2.44 

Total 12 7.45 82 50.93 22 13.66 33 20.50 12 7.45 ! 

3 T he performance plans I 
prepared for each employee, 

team, and organization 

specify c learly the desired 

results 111 terms of units of 
perfonnance. 
a) Employees I I 9. 17 54 45 16 13.33 24 20 15 12.50 

b) Managers 4 9.76 27 65.25 2 4.88 7 17.07 I 2.44 

Total 15 9.3 2 8 1 50.3 1 18 11.1 8 3 1 19.25 16 9.94 

It IS checked 111 the I 
performance plan, whether 

4 the content of individua ls' or 

teams' results contribute to 

the organizational results 

a) Employees 10 8.33 51 42.5 24 20 28 23.33 7 5.83 I 

b) Manaoers 4 9.76 29 70.73 5 12.20 2 4 .88 I 2.44 

Total 14 8.70 80 49.69 29 180 1 30 18.63 8 4.97 

5 In the development of the 

performance plan it is we ll 

considered that the priority 

areas of the desired resu Its of 

the organizati on, teams and 
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ind ividuals. 
aJ Employees 10 8.33 56 46.67 22 18.33 23 19.1 7 9 7.50 
bJ Managers 2 4.88 24 58.59 4 9.76 10 24.39 I 2.44 
Total 12 7.45 80 49.69 26 15.15 33 20.50 10 631 

6 In the performance plan, the 
I st leve l measures are clearl y 
identi fied in order to help LIS 

to evaluat ing how 

organization teams and 
individuals desired resu lts 
were achieved 
aJ Emp loyees 8 6.67 56 46.61 26 21.67 19 15.83 II 9.1 7 
b) Managers 3 7.32 22 53.66 5 12.19 9 21.25 2 4.88 
Total II 6.83 78 48.44 3 1 12.25 28 17.39 13 8.07 

7 In the performance plan there 
are clear standa rds in order to 
help eva luating how well the 
organization, teams and 
individuals des ired results 
were ach ieved. 
al EmjJI<l)'ees 10 8.33 64 53.32 15 12.50 24 20 7 5.83 
bJ Managers I 2.44 29 70.73 5 12.20 6 14.63 0 0 
Total I I 6.83 93 57.76 20 12.42 30 18.63 7 4.35 

8 A performance and 
development plan IS well 
documented by both 
managers and employees. 
aJ Employees 8 6. 77 54 45 16 13.33 26 21.67 16 13.35 
b) Managers 3 7.32 27 65.RS 4 9.76 4 9.76 3 732_ 
Total II 6.83 81 50.3 1 20 12.42 30 18.63 19 11 .80 

As to the content and development of performance and development plan the opinion of 

employees and managers is presented as shown in Table NQ 10 above. 

As shown in Table No 10 S.N I 13(8. 15%) who composed of 10(8.33%) employees and 

3(7 .32%) managers strongl y agree and 30( 18.63%) who composed of25(20.83%) employees 

and 5( 12.20%) of managers agree to the idea that the performance and deve lopment plan is 

we ll prepared for the organ ization, teams and employees. On the other hand 26( 16. 15%) of 

the respondents who composed of 20( 16.67%) of employees and 6(14.63%) of managers clo 

not have any opinion about the issue raised. 76(47.20%) of the respondents who composed of 

52(43.33%) of employees and 24(58.54) managers disagree and 16(9.94%) of the respondent 

which composed of 13(10.83%) of employees and 3(7.32%) of managers strongly di sagree 

with the issue raised in the Table . . 
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The question presented in number 2 in Table 10 needs to know whether we ll thought out 

organizational goa ls are developed and associated with the expected organizational results in 

terms of units of performance. 12(7.45%) of the respondent which composed of I I (9.1 7%) of' 

employees and I (2.44%) of managers strongly agree and 33(20.50%) of the respondents who 

composed of 27(22 .50%) of employees and 6(14.63%) of managers agree with the issue 

rai sed there. 22( 13.66%) of the respondents who composed of 22( 17.50%) of employees and 

1(2.44%) of managers have no any opin ion on the subject 82(50.33%) of the respondents who 

composed of 52(43.33%) of employees and 30(73. 12%) of managers agree and 12(7.45%) of 

the respondents who composed of 9(7.50%) of employees and 3(7.32%) of managers strongly 

agree with the issue that raised on the Table number 10 S.N 2. 

Concerning the question presented in the same Table S.N. 3 16(9.94%) of the respondents 

who composed of 15( 12.50%) of employees and I (2.44%) managers strongly agree ancl 

3 1 ( 19.25%) of the respondents who composed of 24(20%) of employees and 7( 17.07%) of 

managers agree to the idea which says the performance plans prepared for each (orga ni zation , 

team and individual) specify clearly the desired results in terms of units of performance. 

18( i 1.18%) of the respondent who composed of 16( 13.33%) of employees and 2(4. 88%) of 

the managers have no opin ion. 8 1 (50.33%) of the respondents who composed of 27(65.85%,) 

of the employee and 54(45%) of the managers disagree and 15(9.32%) of the respondents 

who composed of II (9 .1 7%) of employees and 4(9.76%) of managers strongly disagree with 

the statement on S.N 3 of Table No 10. 

When we look at the responses for the statement on Table No 10 SN4, 8(4.97%) of the 

respondents who composed of 7(5.83%)of employees and 1(2.44%) of managers strongly 

agree and 30( 18.63%) of the respondents who consist of 28(23.33%) of employees 

and2(4.88%) of managers agree with the statement which says" It is checked in the 

performance plan, whether the content of individuals ' or teams' results contribute to the 

organ izational results'. 29( 18.0 1%) of the respondent who consist of 24(20%) of employees 

and 5(12.20%) of the managers do not have any opinion on the statement. 80(49.69%) of the 

respondent who consist of 51 (42.5%) of employees and 29(70.43%) of the managers di sagree 
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and 14(8.70%) of the respondent who consist of 10(8.33%) of employees and 4(9.76%) of 

managers strongly agree with the statement on table NQ 10 S.N 4. 

For the statement on S.N 5 in the same Table, 10(6.3 1 %) of the respondent who consist of 

9(7 .50%) of employees and 1(2.44%) of managers strongly agree and 33(20.50%) of the 

respondent who composed of 23( 19. 17%) of employees and 10(24.39%) of managers agree 

with the statement which says " [n the development of the performance plan it is well 

considered that the priori ty areas of the desi red results of the organization, teams and 

indi viduals". 26( 15. 15%) of the respondents who consist of 22(1 8.33%) of employees and 

4(9.76%) of managers do not have opinion. 80(49.69%) of the respondent who consists of 

56(46.67%) of employees and 24(58.59%) of managers di sagree and 12(7.45%) of the 

respondents who composed of 10(8 .33%) of employees and 2(4.88%) of managers strongl y 

disagree with the statement of S.N 5 on Table l 0. 

In the same Table on S.N 6 13(8.07%) of the respondent who consists of II (9.17%) of 

employees and 2(4.88%) of managers strongly agree and 28(17.39%) who composed of 

19( 1 5 .83%) of employees and 9(2 1.25%) of managers agree with the statement in the ta ble on 

S.N 6 which says " in the performance plan the lSI leve l measures are clearl y identified in 

order to help us to eva luati ng how organization , teams and individuals desi red results were 

achieved. On the other hand 3 1 (19.25%) of the respondents who consist of 26(21.67%) of the 

employees and 5(2 1.1 9%) of the managers do not have opinion. 78(48.45%) of the 

respondents who composed of 56(46.67%) of the employees and 22(53 .66%)of the managers 

disagree and II (6.83%) of the respondents who consist of 8(6.67%) of the employees and 

3(7.32%) of the managers strongly di sagree with the statement forwarded by Sn.6. 

S.N 7 of the same Table a lso present a statement which says " in the perfo rmance plan there 

are clear standards in order to help eva luating how we ll the organization, teams and 

individuals desired results were achieved" . For this statement 7(4.35%) of the respondent who 

composed of 7(5.8%) of employees and non from the managerial groups strongly agree and 

30( 18.63%) of the respondent who consist of 24(20%) of the employees and 6( 14.63%) of the 

managers agree with the statement. 20( 12.42%) of the respondent who consi st of IS( 12.50% 
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of the employees and 5(1 2,20%) of the managers have no opinion on the statement. On the 

other hand 93(5 7,76%) of the respondents who consists of 64(53,33%) of the employees and 

29(70,73%) of the managers di sagree and 11 (6,83%) of the respondents which composed of 

10(8.33%) of the employees and I (2.44%) of the managers strongly di sagree with the 

statement. 

S.N 8 of Table 10 presents a statement who says a perfOlmance and development plan is we ll 

documented by both managers and employees, For this statement 19( 11.80%) of the 

respondents who consist of 16( 13.33%) of the employees and 3(7,32%) of the manage rs 

strongly agree and 30(1 8,63%) of the respondents who consists of 26(2 1.67% of the 

employees and 4(9,76%) of the managers agree with the statement 20( 12.42%) of the 

respondent who consist of 16( 13,33%) of the employees and 4(9.76%) of the managers have 

no opinion on the issue raised above, On the other hand 8 1 (50,3 1 %) of the respondent who 

composed of 54(45%) of the employees and 27(65, 85%) of the managers di sagree and 

11 (6,83%) of the respondents who composed of 8(6,67%) of the employees and 3(7.32%) of 

the managers strongly disagree with the idea of the statement. 

From the above information it is poss ible to say that the contribution of individuals and 

groups is not we ll integrated with the broad organizational goa ls, 

3.5 The implementations of PBM system 

Table NQ 11 
How is PBM Introduced? 

Responses 
Strong ly Disagree No opinion Agree S trong ly 

S. disagree a'ree 
N Survey Ques tion No % No % No % No % No %) 

I The introduction of 
performance management in 
your organizat ion IS well 
throughout w ith g rea t 
attention and fo llowed lip by 
managers at each level 
a) Employees 20 16,67 55 45.83 15 12.50 20 16 ,67 10 8.33 
b) Managers I 2.44 30 73. 17 I 2.44 8 19.51 I 2.44 

Tota l 2 1 13,04 85 52,80 16 9 ,94 28 17.39 I I 6.83 

2 In your organization, 
performance management tS 
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starting to be introduced at 

the top management 
a) Employees 24 20 85 70.80 7 5.83 3 2.50 I 0.83 
b) Managers I 2.44 32 78.05 2 4.88 5 12.90 I 2.44 
Total 25 15.53 117 72.17 9 5.59 8 4.97 2 1.24 

3 Your organi zation conduct a 
pilot test for a specific/certain 
aspect of a work unit to test a 
designed fra mework of 
performance management. 

a) Employees 25 20.83 85 70.83 7 5.83 2 1.67 I 0.83 
b) Managers 2 4.88 3 1 75.61 5 12.20 2 4.88 I 2.44 
Total 27 16.77 116 72.05 12 7.45 4 2.48 2 1.24 

4 Briefing paper were prepared 
and distributed to describe the 
objecti ves and benefits of 
performan ce management for 
both managers and employees 
a) Employees 13 10.83 56 46.67 25 20.83 20 16.67 6 5 
b) Managers 0 0 30 73.17 I 2.44 8 19.51 2 4.88 
Total 13 8.07 86 53.42 26 16. 15 28 17.39 8 4.97 

The responses obtained in the above Table No 11 help us to understand whether the 

performance management introduced in a way to assist us to establish firml y the system in to 

bring improvement in performance in the long run? 

In Table II SNI , 11(6.8%) of the respondents who consist of 10(8.33%) of the employees 

and I (2.44%) of tbe managers strongly agree and 28(1 7.39%) of the respondents who cons ist 

of 20( 16.67%) of the employees and 8( 19.51 %) of tbe managers agree with the idea of the 

statement which says" the introduction of performance management in your organization is 

well thought out with great attention and followed up by managers at each leve!. " 16(9.94%) 

of the respondents who composed of 15(12.50%) of the employees and I (2.44%) of the 

managers have not any opinion. 85(52.80%) of the respondent who composed of 55(45.83%) 

the employees and 30(73.17%) of the managers disagree and 2 1 (13.04) of the respondent 

wh ich composed of 20( 16.67%) of the employees and I (2.44%) of the managers strongly 

di sagree with the idea of the statement shown above. 

In the same Table SN 2, 2( 1.24%) of the respondents who composed of I (0.83%) or the 

employee and 1(2.44%) of the managers strongly agree and 8(4.97%) of the respondent who 

consis t of 3(2 .50%) of the employees and 5( 12.20%) of the managers agree to the statement 
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shown in Table No 9 sn2 which needs to know whether the performance management start to 

introduce from the top management. On the other hand 9(5.59%) of the respondents who 

composed of 7(5.83%) of the employees and 2(4.88%) of the managers do not have any 

opi ni on. 11 7(72 .67%) of the respondents who consist of 85(70. 83%) of the employees and 

32(78.05%) of the managers di sagree and 25( 15.53%) of the respondents who consist of 24 

(20%) of the employees and I (2.44%) of the managers strongly di sagree with the ideas that 

presented in table II SN2. 

In the same Table SN 3, 2( 1.24%) of the respondents who consist of I (0.83%) of the 

empl oyees and 1(2 .44%) of the managers strongly agree and 4(2.48%) of the respondents who 

cons ists of2(1.67%) of the employees and 2(4.88%) of the managers agree to the idea that the 

organization conduct the pilot test before full y implement the performance management 

system. On the other hand 12(7.45%) of the respondents who constitute 7(5 .83%) of the 

employees and 5(12 .20%) of the managers have no opinion. 11 6(72.05) of the respondents 

who consist of 85(70.83) of the employee and 3 1 (75.6 1 %) of the managers d isagree and 

27( 16.77%) of the respondent which consists of 25(20.83%) of the employees and 2(4.88% ) 

of the managers strongly di sagree with the idea stated above. 

When we look at the same Table SN4, 8(4.97%) of the respondents who composed of 6(5%) 

of the employees and 2(4.88%) of the managers strongly agree and 28( 17.39%) of the 

respondents who consists of 20( 16.67%) of the employees and 8( 19.5 1 %) of the managers 

agree with the di stribution of the briefing papers which may help to create awareness and 

facil itate the implementation process in the long run . Whereas 26( 16. 15%) of the respondents 

who consists of 25(20. 83%) of the employees and I (2.44%) of the managers do not ha ve all Y 

opinion. 86(53.42%) of the respondents who consists of 56(46.67%) of the employees and 

30(73. 17%) of the managers disagree and 13(8.07%) of the respondents who consist of 

13( I 0.83%) of the employees and none of the management groups strong ly di sagree with the 

issue that rai sed above. 

According to the information we obtain from Table No II and the presentation that followed 

the majority of the respondents did not agree the in troduction of a well thought out PBM 
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system. Therefore, we can say that the performance management introduced is not well 

thought out and not given attention by managers. No serIOUS attention is g iven to the 

implementation process. But to establish the system firm ly and to bring change in 

performance great attention and follow up by managers is essential. 

Table NQ 12 
How performance and Development Plan is Prepared? 

S Responses 
Strong ly Disagree No opinion Agree Strongly 

N disagree a fce 
S urvey Question No % No % No % No % No % 

1 Manage rs at each level 
make clear what is expected 
tt"om the organ ization teams 
and employees understand 
and agree to and approve the 
expectations. 
a) Employees 15 12.5 38 3 1.67 24 20 29 24.17 14 11.67 
b) Managers 4 9.76 23 56.1 0 6 14.63 4 9.76 4 9.76 
Tota l 19 11.80 61 37.88 30 18.65 33 20.50 18 11.1 8 

2 Organ izations, teams and 
individual performance and 
development plans are well 
prepared with the 
partic ipation and agreement 
of a ll the concerned parties, 
the plan is directly tied with 
the broad organization 
miSS ion and strategic 
performance objectives. 
a) Employees 18 15 62 5 1.67 14 11.67 19 15.83 17 ) .83 
b) Managers 2 4.88 23 56.10 6 14.63 5 12.20 5 12.20 
Total 20 12.42 85 52.80 20 12.42 24 14.91 " 7.-15 

3 Perrormance plans arc adjusted 
based on the prevai ling conditions 
i.c. change in the organ ization 
environmen t 
a) Employees 15 12.50 83 69. 17 15 12.50 5 4.1 7 2 1.67 
b) Managers I 2.44 30 73 .1 7 4 9.76 5 12.20 I 2.4-1 
TOlal 16 9.94 11 3 70. 19 19 11.80 10 6321 3 1.86 

Here under the researcher try to survey how effective the process of implementation is? One 

of the major component/element of performance management is performan ce and 

development plan. How the performance and development plan is prepared and effected for 

organi zation , teams and individuals? 
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The responses from Table No 12 help us to know how the components of perfo rmance 

management are implemented. In the Table S. N I managers and employees asked whether 

they agree or not with the expectations from the organization, teams and employees make 

clear to them. For thi s question 18( 11.1 8%) of the respondents who comprise of 14( 11.67%) 

of the employees and 4(9.76%) of the managers express their strong agreement and 

33(20.50%) of the respondents who composed of 29(24.17%) of the employees and 4(9. 76%) 

of the managers agree to the idea in S.N \. 30(18.63%) of the respondents who composed of 

24(20%) of the employees and 6( 14.63%) of the managers do not have any opinion. 

61 (3 7.88%) of the respondents who composed of 38(31.67%) of the employees and 

23(56.10%) of the managers disagree and 19( 11.80%) of the respondent who consist of 

15( 12.5%) of the employees and 4(9.76%) of the managers strongly disagree to the statement 

presented in the Table No 12 S.N I . 

In the same table SN 2, 12(7 .45%) of the respondents who composed of 7(5.83%) and 

5( 12.20%) of the managers strongly agree and 24( 14.9 1 %) of the respondent who consists of 

19(15 .83%) of the employees and 5(12.20%) of the managers agree to the statement which 

says "Organizations, teams and individual performance and development plans are well 

prepared with the participation and agreement of all the concerned parties, the plan is directl y 

ti ed with the broad organization miss ion and strategic performance objectives", 20( 12.42'Yo) 

of the respondents who consists of 14(11.67%) of the employees and 6( 14.63%) of the 

managers have no any opin ion 85(52.80%) of the respondents who consists of 62(5 1.67%) of 

the employees and 23(56.10%) of the managers disagree and 20( 12.42%) of the respondents 

who consists of 18( 15%) of the employees and 2(4.88%) of the managers strongly di sagree to 

the idea stated in SN.2 of the Table. 

On S.N. 3 of the same Table 3( \. 86%) of the respondents who composed of 2( 1.67%) of the 

employees and 1(2.44%) of the managers strongly agree and 10(6.21 %) of the respondents 

who consists of 5(4. 17%) of the employees and 5( 12.20%) of the managers agree with the 

adj ustment of the performance plan with the change in the organization environment 

19( 11 .80%) of the respondents who cons ists of 15( 12.50%) of the employees and 4(9.76%) or 

the managers have not given their opinion. 11 3(70.19%) of those who respond for the 
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S. 
N 
I 

questionnaire composed of 83(69.1 7%) of the employees and 30(73.17%) of the managers 

di sagree and 16(9.94%) of the respondents who composed of 15( 12.50%) of the employees 

and I (2.44%) of the managers strongly di sagree to the adjustment of the performance and 

development plan with the change in the organization environment. 

From the information above it is possible to say that the performance plan is not adj usted due 

to a change in the organization environments which hinder the organization to respond for the 

needs of the stakeholders. 

Table NQ 13 

Interim Coaching and Progress Review 

Resllonses 
Strongly Disagree No opinion Agree Strongly 
disagree a 'fCC 

Survey Question No % No % No % No % No 'Yo 

The introduced perfonnance 
management system creates an 
opportuni ty for both managers and 
employees to learn from their 
success, challenges and problems 

I 
I 
I 

that they fa ce in their day to day 

7.5(~ work . 
a) Emp loyees 12 10 63 52.50 19 15.83 17 14.17 9 

2 

b) Managers I 2. 11 17 4 1.46 12 29.27 7 17.07 4 9.76 
Total 13 8.07 80 49.69 3 1 19.25 24 14.91 13 8.07 
Managers address the performance 
gap, I.e. if performance does not 
meet des ired performance standards, 
managers take actions which 
incl udes, for example, coaching. 
mcntorillg, fOfl11a llrailling ctc. 
a) employees II 9. 17 80 66.67 II 9.17 II 9. 17 7 5.8] 
b) managers 2 4 .88 22 53.66 10 74.39 4 9.76 3 7.3" 
Tota l 13 8.07 102 63.35 2 1 13.04 15 9.32 10 6.21 

Table No 13 seeks information about the interim coaching and the progress rev iew in the 

implementation process of performance management in Addis Ababa Education Bureau . 

SN. I in Table 13 seeks to know whether employees and managers agree or not to the 

implementation process which creates an oppottunity to learn from the success, challenges 

and problems that they face in their day to day work. 13(8.07%) of the respondents who 

consist of 9(7.50%) of the employees and 4(9.76%) of the managers strongly agrce and 
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24(14.91%) of the respondents who consist of 17(14.1 7%) of the employees and 7( 17 .. 07%) 

of the managers agree. 3 1 (19.25%) of the respondents who consist of 19( 15.83%) of the 

employees and 12(29.27%) of the managers have no opinion.80( 49.69%) of the respondents 

who consists of 63(52 .50%) of the employees and 17(4 1.46%) of the managers di sagree and 

13(8.04%) of the respondents who consist of 12( I 0%) of the employees and 1(2.44%) of the 

managers strongly di sagree to the statement put in SN I . 

On SN 2 of the Table 10(6.211 %) of the respondents who composed of 7(5.83%) or' 
employees and 3(7.3%) of the managers strongly agree and 15(9.32%) of who II (9.17%) of 

employees and 4(9.76%) of the managers agree to the idea that managers address the 

performance gap. 2 1 (13.04%) of the respondents who composed of II (9 .1 7%) of the 

employees and 10(24.39%) of the managers have no opinion. On the other hand 102(63.35%) 

of the respondents who comprise of 80(66.67%) of employees and 22(53.66%) of managers 

di sagree and 13(8.07%) of the respondents who comprises of II (9.17%) of employees and 

2(4.88%) of managers strongly disagree to the issue raised in the table. 

Form the OpIl110n of the majority of the respondents; it is possible to understand the 

introduced performance management system in Addis Ababa Education does not create the 

opportunity for both employees and managers to learn fr0111 their successes. challenges and 

problems. Managers also did not properly address the performance gap, i.e. when 

performance did not meet estab lished standards managers did not take immediate actions like 

coaching, mentoring, formal training etc. The implementation process could not incorporate 

and well considered the interim coaching as a major component of performance management. 

Table No 14 

Conducting performance appraisal and development review 

Responses I 
Strongly Disagree No opinion Agree Strongl) 

i disagree aorce 
S . Survey Question No % No % No % No % No fYo 

i N 
I Managers welJ understand and I 

implement the perfonnance 
appraisal w ith in the frame work 
of performance management as a 
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summary of a continuous 
dialogue between managers and 
employees about employees 
performance. 
a) Employees II 9.17 90 75 8 6.67 6 5 5 4.17 
b) Managers 3 7.32 30 73. 17 6 14.63 2 4.88 0 0 
Tota l 14 8.70 120 74 .5 3 14 8.70 8 4.97 5 3.12 

2 Managers well understand and 
implement the performance 
review meet ing as a mechanism 
by which they can Improve 
performance and as 
developmental for employees. 

a) Employees 10 8.33 100 83.33 6 5 3 2.50 I 0.8 3 
b) Managers 2 4.88 30 73. 17 8 19.51 I 2.44 0 0 
Tota l 12 7.45 130 0.75 14 8.70 4 2.48 I 0.62 

3 Managers at all levels conduct 
continuolls observations and 
measurements for the reason 
behind to improve performance. 
a) Employees 16 13.33 91 75.83 3 2.50 5 4.1 7 5 4.17 
b) Managers 3 7.32 30 73. 17 6 14.43 I 2.44 I 2.44 
Tota l 19 11.80 121 75.16 9 5.59 6 3.73 6 3.73 

Tab le No 14 seeks to know whether the performance appra isal and deve lopment review 

conducted in a manner that improves perfOimance. SN 1 of the table seeks to know whether 

managers and employees agree to the implementation of performancc appraisa l in the 

framework of performance management which should have conducted as a summary of a 

continuous dialogue between managers and employees performance. For thi s 5(3.12%) of the 

respo ndents who consists of 5(4. 17%) of employees and none of the managers say strongly 

agree and 8(4.97%) of the respondents who consist of 6(5%) of employees and 2(4.88%) oJ' 

managers disagree. 14(8.70%) of the respondents who consist of 8(6.67%) of employees and 

6( 14.63%) of managers have no op in ion. 120(74.35%) of the respondents who consist 01' 

90(75%) of the employees and 30(73. 17%) of the managers say disagree and 14(8.70%) of 

the respondents out of which II (9. 17%) of the employees and 3(7.32%) of the managers say 

strongly di sagree. 

In SN 2 the managers and employees were asked whether they agreed or not to the 

performance rev iew conducted that bring future performance improvement. On thi s 1(0.62%) 

of the respondents who consist of I (0 .83%) of the employees and none of the managers say 
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strongly agree and 4(2.48%) of the respondents who cons ist of 3(2 .50%) of the employees 

and 1(2.44%) of the managers say agree . 14(8.70%) of the respondent 6(5%) of whom arc 

employees and 8( 19.5 1 %) of whom are managers say no opinion. 130(80.75%) of the 

respondents who composed of 100(83.33%) of the employees and 30(73.17%) of the 

managers say disagree and 12(7.45%) of the respondents who consists of 10(8.33%) of the 

employees and 2(4. 88%) of the managers say strongly di sagree. 

SN 3 of the Table seeks to know whether managers and employees we ll understand the secret 

behind continuous observations and measurement. They requested to express whether they 

agree or not on the reason how their managers conduct continuous observat ion and 

measurement is to improve performance For thi s 6(3.73%) of the respondents who consist of 

5(4. 17%) of the employees and 1(2.44%) of the managers say strongly agree and 6(3.73%) of 

the respondents who consist of 5(4. 17%) of the employees and I (2.44%) of the managers says 

agree. 9(5.59%) of the respondents who consist of 3(2 .50%) of the employees and 6( 14.63%) 

of the managers say no opinion. 12 1 (75. 16%) of the respondents who composed of 

91 (75.83%) of the employees and 30(73.17%) of the managers say di sagree and 19( I 1.80%) 

of the respondents who consist of 16(13.33%) of the employees and 3(7.32%) of the 

managers say strongly agree. 

From this we can understand that there is no clear understanding how performance appraisal 

should be conducted in the framework of performance management. [t is not considered as a 

component of the process of perfo rmance management. Due to thi s performance review is not 

conducted in a way which can improve future performance and developmental for employees. 

Perfo rmance review is not yet conducted in the framework of performance management, in 

the head office of Addis Ababa Education Bureau, as did the schools which are se lectcd as 

samples. 
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3.6 Results of the implementations of the PBM system in AAEB 

Table NQ 15 
Resul ts of the Implementation of the Performance based Management? 

Respondent 
Yes No Opinion No to some 

S. Survey Question extent 
N No % No % No % No % 

I Do you be lieve that the 
performance management system 
that was lately introduced in you 
organization has improved the 
performance of emp loyees? 
a) Employees II 9.17 6 5 71 59.57 32 26. 67 
b) Managers 8 19.5 1 9 21.95 20 48.78 4 9.76 
Total 19 11.80 15 9. 32 91 56.52 36 22.36 

T he responses g iven 111 Tab le 15 revea l that fort 19(11.80%) of the respondents who 

constitute lie 9. 17%) of the employee and 8(19.5%) of the managers say the pe rfo rmance 

managemen t system has improved the performance of employees and 15(9.32%) of the 

respondents who constitute 6(5%) of the employees and 9(2 1.95%) of the managers do nol 

know. 9 1 (56.52%) of the respondents who consti tute 7 1 (59.57%) of the employees and 

20(48.78%) of the managers say that it has not improved perfo rmance. The rest of th e 

respondent 36(22.36%) who constitute 32(26.67%) of the employees and 4(9. 76%) of the 

managers say that it has improved to some extent. From this we can understand th at the 

majori ty of the respondents beli eved in the performance management system whi ch lately 

introduced in Add is Ababa Education Bureau has not improved the performance 01' 

employees. 

Reasons forwarded by the respondent why the performance based management that is latel y 

introduced has not improved the performance of employees includes the following. 

I . The prev ious appraisa l system influences both the managers and employees the 

way they behave and implement the performa nce management system. 

2. There is no organ or spec ialist in the area of performance management who 

assists gu ides and supports the implementation process. 

3. Both employees and managers lack the necessary commitment needed to 

introduce and establi sh the system. 
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4. Managers ' lack of motivation to implement the performance based 

management. 

5. Most of the managers and employees have no clear understanding of the 

principles and objectives of the performance management syste m. 

6. There were no consistency and continuity in the implementation of the system. 

7. The performance management frame work is not appropriately des igned in a 

way that refl ects our organ izational cu lture. It is s imply imported, it needs to 

be adapted . That is why employees are frustrated and did not support the 

implementation process. 

8. Managers do not create the 0PPoliunity for sufficient employees' parti cipation 

in the preparation and implementation of the performance and deve lopment 

plan. 

9. The leadership does not take a follow up action. Performance and deve lopment 

plan is not prepared on time. There is no appropriate implementation ; rather it 

is taken as a fo rmality . The leadership does not focus on the majo r 

organizational issues. 

10. The implementation process does not give due attention for employees 

development. 

According to the respondents opinion the introduction and implementation of PBM has not 

improved performance. This is due to a lack of we ll understanding of the designed system. 

lack of strong follow up by managers, insuffi cient participations of employees in preparing 

the performance plan and the inappropriateness of the introduced system for the existing 

organizational culture. The system introduced should need some modifi cation to fi t for the 

orga ni zation culture of the bureau. The system that was designed to implement is not al so 

implemented as it is designed because of the reasons mentioned above. 

• For a proper implementation of perfor mance management in order to achieve its 

ultimate objective, i. e. to improve service de livery respondents suggest the following 

to be carri ed out by the organization: 

I) Managers should create opportunity fo r a wide participation of employees in 

every activities of performance management. 
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2) Continuous and wider training programs should be prepared and imparted in 

order to enable managers understand the princ iples, objectives and benefits of 

performance management. 

3) Mangers should be a change agent and therefore they should lead a change by 

providing both positive and negati ve rewards. 

4) The Add is Ababa Education Bureau and the parts under it should create an organ 

wh ich wou ld be responsible for providing technical support and to direct and 

gu ide the proper implementation of performance management system. 

S) The attitudes, commitment, time concept and other cultures of both employees 

and managers should be changed. 

6) It is not possible to measure most of the results obtained by the public 

organizations. Therefore, it is better to find another way of measuri ng 

performance. 

7) The performance management frame work which is introduced now needs to be 

totall y replaced by the new fra me work. If it is not poss ible to replace by the new 

fra me work it is better to adapt, at least, with a system which is simple. 

understandable and developmental. 

8) The relation between employees and managers should be as a co ll eague not as 

master and servant. 
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CHAPTER FOUR 

Summary and Recommendations 

4.1 Summary of the findings 

The objectives of the present research were to identi fy the major problems, challenges and 

limitation in implementing the perfonnance based management in Addi s Ababa Education. 

and to know the reason behind the problems and to recommend the possible so lutions for the 

identified problems. To achieve the objectives of the research the research questions were 

formulated. 

In order to answer the basic research questions appropriate data collection methods were 

employed. The main data collection too ls used in this research was questionnaires and 

document analysis . Questionnaires were prepared for both managers and employees in the 

head office and in sample school s. The co llected data were analyzed by using percentage. 

Documents gathered from the head office and sample schools were also used to support to 

substantiate the findings. The main documents which were used are the employees' 

perforlnance plan and the formats which are used for performance review. There fore the 

following findings are based on the above data sources. The findings areas li sted below: 

I. There was no strong awareness creation program and preparation for the 

implementation of the performance based management. As the findin gs show 

sufficient training was not provided to managers to enab le them to understand 

the principles and objectives of performance based management. And the 

training could not enable them to prepare and implement the system very well 

in their work unit. Employees also did not we ll understand the benefit and 

objectives of the performance based management. The few trai nings which 

were provided were not evidencing the comprehensive nature of thc 

performance management. And mostly focus on how to measure performance. 

The measurement component is of excessive concern . 

II. As the findings show many managers and employees understand performance 

management as a better mechanism of controlling employees rather than it , 
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basic assumptions of (stretching individuals effort) achieving results through 

employee deve lopment. 

iii. The leadership should be committed and should exhibit unreserved effort for 

the introduction and implementation of the system. And the workers al so 

shou ld support and understand the system very wel l. But the findings show 

both managers and employees are not committed to the introduct ion and 

implementation of the performance management system in the organization. 

IV. Performance based management should not be imposed from the authorities 

above. It should create mutual understanding and cooperation between the 

management and employees. It should not be politicized. It should be 

developmental. But the research findings show in Addis Ababa Educat ion 

system (including all public organizations in the city) the performance 

management imposed by the authorities above. That is why it is pol itic ized too . 

v. The findings show that there is no suffi cient invo lvement of the stakeholders. 

Managers did not allow a sufficient involvement of employees and other stake 

holders in the preparation and development of performance plan . 

VI. The organization does not have a well thought out strategic plan. Perfo rmance 

management should start form the strategic plan of the organization. Thc 

strategic plan should be cascaded down until it reach individuals performance 

and development plan. 

vii . Managers should not estab li sh an acco untable department (organ) wh ich guide, 

organize and communicate all employees and managers. 

viii . One of the components ofperfonnance based management is the performancc 

and development plan. In the Addis Ababa Education System there is no a we ll 

thought out development plan. A performance plan without a deve lopment 

plan could not help to ach ieve the objectives of performance manage ment. The 

performance plan without development plan or the imbalance between them 

leads the previous way of performance appraisals. This al so leads a manager to 

be a judge, task master, assessor, critic and form fill er rather than to be 

developer and managers of performance. 

76 



IX. The strategic plan and a we ll thought out organizational goals are not 

deve loped. The strategic plan is the source for a well thought out 

organizational goal and therefore the organi zations is unable to suffi cien tl y 

associate individuals and group contribution to organizational goa ls. 

x. The performance management in Addis Ababa Education System seems to be 

hastily implemented with out proper preparation. The system introduced was 

not in a way which enables to bring performance improvement in the long run. 

The implementation process did not take place step by step, that is, there was 

not a pilot test for a specific/certain aspect of a work unit to test the des ign 

framework of the system. 

XI. There is not a well developed appropriate interim coaching and progress 

review. Mangers did not provide appropriate and on go ing feedback to 

individua ls and teams on performance and development achievement. Due to 

thi s, the system could not create opportunity for both managers and em ployees 

to learn fro m their successes challenges, and problems which they face in their 

day to day work. 

xi i. The performance management system that introduced is difficult, complex and 

cha lleng ing for managers. 

xiii . The implementation of performance management system did not des ign in a 

way which helps manager to address the performance gap. 

xiv. Mangers did not conduct the performance apprai sa l within the fra me wo rk of 

performance management as a summary of a continuous dialogue between 

managers and employees about employees' performance. There is not a 

continuous observation and measurements and there is no continuous 

feedback. 

xv. Performance review meetings are not used by managers as a mechani sm by 

whi ch they can improve perfOlmance of and develop the employees. 

xv i. The performance management that was lately introduced has not impro ved 

the performance of employees. Due to thi s the performance of organization 

and its serv ice de li velY have not improved as a result of the implementation of 

the performance management system. 
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The findings show us that the introduced system and the way it is introduced and 

implemented ha ve a deficiency. The deficiency can be corrected and improved with 

continuous researches and stud ies. The present research recommends the followings for 

proper implementation of the system. 

4.3 Recommendations 

To improve the implementation process and to maXlITIl Ze the benefit from performance 

management, the Addis Ababa Education Bureau should take remedial actions for the 

prob lems that encounter the system. 

l. To enable managers and employees well understand the performance 

management a continuous and intensive training by able and professional s 

should be given. The principles and objectives should be made very clear to 

both managers and employees. 

2. Managers should know what they should do with respect to performance 

management. They should implement performance management as a means to 

achieve orga ni zation objectives through improving individual s' perfo rmance. 

Managers should also play the major role for the success of the program. They 

should first be committed to introduce the system in their work unit and al so 

must work hard to convince workers under their supervisions to be supporters 

of the system. 

3. Greater emphasis should not be given to the speci fication of tasks and 

measurement because the major objective of performance management is not 

to measure achievement rather to improve it. 

4 . A strategic plan of the organ ization should be prepared with parti cipation of all 

the concerned parties. It should be cascaded down until it reaches to the 

indi viduals. This should be the basis for the development of performance and 

development plans which would enable to integrate groups and ind ividuals' 

effort with organization goa ls. 

5. The perfo rmance management should make a balance between performance 

plan and development plan. 
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6. The performance management should be introduced in a way that helps to 

establi sh the system to bring change in performance, that is, implementation 

should start from the top management and a pilot test should be done first 

before it is fully implemented. 

7. To make the system fruitful , managers should provide appropriate ongoing 

feed back with respect to employees ' and teams ' performance and 

development achievements. 

8. Managers should conduct a performance appraisal and development review 

within the framework of performance management. The main purpose of the 

performance appraisal and development review should be to improve future 

performance. 

9. The frame work of performance management should be revised and adjusted to 

suit with context of every organization and work unit. It should be seen as a 

means and not an end by itself. 
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Appendix I.Questionnaire for Managers 

Addis Ababa University 
School of Graduate Study 

Faculty of Business and Economics 
Department of Public Administration and Development management 

Questionnaire to be filled by managers (team leaders, department heads, service 

heads and school directors and deputy directors). 

Dear participants, 

The objectives of this questionnaire is to gather data, which may help to study the 

challenges, problems and limitations that are faced in the introduction and 

implementations of the performance based management in Addis Ababa Civ il 

Service, taking Addis Ababa Education Bureau as a case. 

YOll are not supposed to write yo ur name. All information is being sought for the 

intended use and shall be kept strictly confidential. Thank you for your cooperation. 

1. Personal Profile of the respondent 

Please tick mark on your appropriate responses. 

I . I Sex: male __ _ Female ___ _ 

1.2 Age: 20-30 3 1-40 __ 41-50 51 -60 

1.3 Work experience in years: 1-5 6-10 11 - 15 16 and above 

1.4 Educations: PhD M.A/M.SC B.A/B.SC 

Diploma. __ _ Certificatc ___ _ 

1.5 Job position: Department head__ Service head Team leader 

School Director __ _ School Deputy Director __ _ 
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II Survey Questions 

S.N 

I 

2 

3 

4 

5 

6 

7 

J. Awareness and understanding of the performance Management System 

The following section seeks to identify the level of managers ' commitment to 

introd uce and maintain the system, the amount of training provided and the 

freedom to act on their ways to ach ievement. 

Please, tick on No. 1 if you strongly disagree; No.2 if you disagree; No.3 if you do 

not have opinion; No.4 if you agree; No.5 if you strongly agree. 

Survey Questions I 2 3 4 5 
Training 
Suffic ient training is provided for each level of managers 

which enable them to understand the benefit and how to craft 

and introduce the performance management system. 

Most of the tra inings are vague and can' t help managers well 

to do with the principles and objectives of performance 

management. 

Most of the tra inings are focused on how to prepare 

performance measurement leaving as ide other elements of 

performance management. 

Many managers understand performance management as a 

better mechan ism of controlli ng employees rather than its 

basic assumptions of (stretch ing individuals ' effort) achieving 

results through employee development. 

Commitment 
Every employee has given strong support and commitment for 

the introduction and implementation of the performance 

management system. 

The freedom to act 
The higher authorit ies initiated and ordered the introduction 

and implementation of the performance management in the 

orga nization of a ll the c ivi l serv ice. 

Performance management is hi ghly politicised and considered 
as the duties of the po lit ica ll y appointed bosses. The technica l 
parts put aside and those who involve active ly are considered 
as the supporters an_d members of the ruling party. 
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2.Introducing and developing a performance management framework 

The following section seeks to identifY the roles played by managers, the procedures 

and principles that fo llowed in developing the performance management framework. 

S.N Survey Questions I 2 3 4 
Managers' roles 

8 The Management at any time in each level was taking care of 

in the involvement of a ll the stakeholders. 

9 There was a we ll -prepared strategic plan, which is prepared 

with the involvement of a ll the concerned part ies. 

10 All managers at a ll levels make clear to employees under their 

supervisions what is expected to achieve, how can it be 

achieved and how can employees improve on the job when 

they should do a good job. 

I I There is an accountable department or organ in guiding, 

organizing, communicating, all employees and managers the 

benefit and the genuine commitment to the process of 

performance management. 

12 Most of the managers should not on ly understand the 

performance management in the organization focused on the 

performance of employees but it also focused on the 

performance of organization, department, process, programs, 

services to internal customers, projects and teams. 

The development of performance management framework 
13 There is a well-understood performance management 

framework in the organization by both the employees and the 

managers. 
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S. Survey Questions I 2 3 4 5 
N 

Development and contents of performance and 
development plan 

14 The performance and development plan is well prepared for the 

organization, teams and employees. 

15 Well thought out organizational goa ls are deve loped and 

associated with organizational results in terms of units of 

performance. 

16 The performance plans prepared for each specify clearly the 

desired results for the organ izations, teams and individuals. 

17 It is checked in the performance plan, whether the content of 

individuals' or teams' results contribute to the organizational 

results. 

18 In the development of the performance plan it is we ll 

considered that the priority areas ofthe desired res ults of the 

organization, teams and individuals. 

In the performance plan, the first level measures are clearly 
19 

identi tied in order to help us to evaluating and how 

organization, teams and individuals desired results were 

achieved. 

20 In the performance plan there are clear standards in order to 

help evaluating how well the organization, teams or individuals 

desired resu lts were achieved. 

2 1 A perform ance and development plan is well documented by 

both the managers and employees . 
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S. Survey Questions I 2 3 4 
N 

Introducing Performance management 
22 The introduction of performance management in your 

organ ization is well thought out with great attention and 

followed up by managers at each level. 

23 In your organization, performance management is starting to be 

introduced at the top management. 

24 Your organization conducts a pilot test for a specific Icertain 

aspect of a work unit to test the designed framework of 

performance management. 

25 Briefing papers were prepared and distributed to describe the 

objectives and benefits of performance management for both 

managers and employees. 

3. Implementation of the performance management systems in the organization 

The following section seeks to investigate the process of implementation taking in to 

account the major components or elements of the performance management. 

S. Survey Questions I 2 3 4 
N 

Issues related to performance a nd development plan 
26 Managers at each leve l make clear what is expected from the 

organ ization, team and employees and employees understand 

and agree to and approve the expectations. 

27 Organizations, teams and individual performance plans are well 

prepared with the participation and agreement of all 

stakeho lders, wh ich are directly, tied with the broad 

organization mission and strategic performance objectives. 

28 Performance ' plans are adjusted based on the prevailing 

conditions, i.e. change in the organization environment. 
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S. Survey Questions 1 2 
N 

Issues related to interim coaching and progress review 
29 The introduced performance management system creates an 

opportunity for both managers and employees to learn from 

their success, challenges and problems that they face in their 

day to day work. 

30 Managers address the performance gap, i.e if performance 

doesn' t meet desi red performance standards; managers take 

actions which includes, for example, coaching, mentoring, 

formal training etc. 

Issues related to performance appraisal and development 
review 

31 Managers well understand and implement the performance 

appraisal within the framework of performance management as 

a summary of a continuous dialogue between managers and 

employees about employees' performance. 

Managers well understand and implement the performance 
32 

rev iew meeti ng as a mechanism by which they can im prove 

performance and as developmental for employees . 

33 Managers at all levels conduct continuous observati ons and 

measurements for the reason behi nd to improve performance. 

34. Do you believe that the performance management system that was late ly 

introduced in your organization has improved the performance of employees? 
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35.lfyoll r answer is no what are the reasons behind it? 

36. What is to be done to properl y implement performance management with its 
ultimate objectives to improve service delivery? 

37. lf yoll have any additional information, please state it. 

Thank Y Oll Very Much 
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Appendix 2. Questionnaire for Employees 

Addis Ababa University 
School of Graduate Study 

Faculty of Business and Economics 
Department of Public Administration and Development management 

Questionnaire to be filled by employees (experts, high school teachers and 

primary school teachers). 

Dear participants, 

The objectives of this questionnaire is to gather data, which may help to study the 

challenges, problems and limitations that are faced in the introd uction and 

im plementations of the performance based management in Addis Ababa Civi l 

Service, taking Add is Ababa Education Bureau as a case. 

You are not supposed to write your name. All informat ion is being sought for the 

intended use and shall be kept strictly confidential. Thank you for your cooperation. 

I. Personal Profile of the respondent 

Please tick mark on your appropriate responses. 

I. I Sex: male __ _ Female ___ _ 

1.2 Age: 20-30 3 1-40 __ 4 1-S0 SI-60 

1.3 Work experience in years: I-S 6- 10 16 and above 

1.4 Educations: PhD M.A/M.SC B.A/B.SC 

Diploma __ _ Certificate ___ _ 

I .S Job position : expert__ high school teacher __ 

primary school teacher __ 
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II Survey Questions 

S.N 

1 

2 

3 

4 

1. Awareness and understanding of the performance Management System 

The following section seeks to identify the level of employees' understanding and 

commitment to introduce and maintain the system and the amount of training 

provided. 

Please, tick on No.1 if you strongly di sagree ; No.2 if yo u d isagree; No.3 if you do 

not have opinion; No.4 if you agree; No.5 if yo u strongly agree . 

Survey Questions I 2 3 4 5 
Training 
Sufficient training is provided for employees to understand 

the benefit and objectives of the performance management 

system. 

Most of the trainings are focused on how to prepare 

performance measurement leaving aside other elements of 

performance management. 

Many employees still understand performance management as 

a mechanism by which superiors imposed strict control on 

employees rather than its basic assumptions of (stretching 

individuals ' effort) achieving resu lts through employee 

development. 

Commitment 
The leadership at each level exhibit unreserved effort and 

commitment for the introduction and implementation of the 

performance management system. 
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2.1ntroducing and developing a performance management framework 

The fo llowing section seeks to identi fY the roles played by managers, the procedures 

and principles that followed in developing the performance management framework . 

S.N Survey Questions I 2 3 4 
Managers roles 

5 The Management at any time in each level is taking care of in 

the involvement of all the employees. 

6 There is a well-prepared strategic plan, which is prepared with 

the involvement of all the concerned parties. 

7 Your manager makes clear to you what is expected to ach ieve, 

how could it be achieved and how could you improve on the 

job when you should do a good j ob. 

8 There is an accountable department or organ in gu iding, 

organizing, communicat ing, all employees and managers the 

benefit and the genuine commitment to the process of 

performance management. 

9 Most of the managers understand the performance 

management in the organ ization should not only foc used on 

the performance of employees but it a lso focused on the 

performance of organization, department, process, programs, 

servi ces to internal customers, projects and teams. 

The development of performance management framework 
10 There is a well-understood performance management 

framework in the organization by both the employees and the 

managers. 
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S. Survey Questions I 2 3 4 5 
N 

Development and contents of performance and 
development plan 

II The performance and development plan is well prepared for the 

employees. 

12 Well thought out organizationa l goa ls are deve loped and 

associated with organi zational results in terms of units of 

performance. 

13 The performance plans prepared for employees spec ify c learl y 

the desired results for the individua ls. 

14 It is checked in the performance plan, whether the content of 

individua ls ' results contr ibute to the organizational results. 

15 [n the development of the performance plan it is well 

considered that the priority areas of the des ired results of the 

individua ls. 

In the performance plan, the first level measures are clearl y 
16 

identified in order to help us to evaluati ng and how 

organization, teams and individuals desired resu lts were I 
achieved. 

17 In the performance plan there are clear standards in ord er to 

help evaluating how we ll the indi vidua ls desired resul ts were 

achieved. 

18 A performance and development plan is we ll docum ented by 

both the managers and employees. I 
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S. Survey Questions I 2 3 4 
N 

Introducing Performance management 
19 The introduction of performance management In your 

organization is well thought out with great attention and 

followed up by managers at each level. 

20 In your organization, performance management is starting to be 

introduced at the top management on ly. 

21 Your organization conducts a pilot test for a specific Icertain 

aspect of a work unit to test the designed framework of 

performance management. 

22 Briefing papers were prepared and di stributed to describe the 

objectives and benefits of performance management for both 

managers and employees. 

3. Implementation of the performance management systems in the organization 

The following section seeks to investigate the process of implementation taking in to 

account the major components or e lements of the performance management. 

S. Survey Questions I 2 3 4 
N 

Issnes related to Ilerformance and development plan 
23 Managers at each level make clear what is expected from the 

employees and employees understand and agree to and approve 

the expectations. 

24 Employees ' performance plans are we ll prepared with the 

participation and agreement of all employees, which are 

directly, tied with the broad organization miss ion and strategic 

performance objectives. 

25 Employee's performance plans are adjusted based on the 

prevailing conditions, i.e. change In the organization 

environment. 
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S. Survey Questions I 2 
N 

Issues related to interim coaching and progress review 
26 The introduced performance management system creates an 

opportunity for both managers and employees to learn from 

their success, cha llenges and problems that they face in their 

day to day work. 

27 Your manager addresses your performance gap, i.e if your 

performance doesn ' t meet desired performance standards; 

he/she takes actions which includes, for example, coaching, 

mentoring, formal train ing etc. 

Issues related to performance appraisal and development 
review 

28 Your manager well understand and implemented the 

performance appraisal with in the framework of performance 

management as a summary of a continuous dialogue between 

him/her and you about your performance. 

Managers well understand and implement the performance 
29 

review meeting as a mechan ism by which they can Improve 

performance and as developmental for employees. 

30 Your manager conducts continuous observations and 

measurements for the reason behind to improve your 

performance. 

3 I. Do you believe that the performance management system that was lately 

introduced in your work unit has improved the performa nce of employees? 

xxiii 

3 4 5 



32. [f your answer is no what are the reasons beh ind it? 

33. What is to be done to properly implement performance management with its 
ult imate objectives to improve service de li very? 

34. [fyou have any additional information, please state it. 

Thank You Very M ueh 
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Appendix 3. Amharic version of questionnaire for employees 
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