ADDIS ABABA UNIVERSITY
SCHOOL OF GRADUATE STUDIES

CHALLENGES, PROBLEMS AND LIMITATIONS IN IMPLEMENTING
PERFORMANCE BASED MANAGEMENT IN ADDIS ABABA CIVIL SERVICE;
THE CASE IN ADDIS ABABA EDUCATION BUREAU

A THESIS SUBMITTED TO THE SCHOOL OF GRADUATE STUDIES
OF ADDIS ABABA UNIVERSITY FOR IN PARTIAL FULLFILMENT OF THE
REQUIREMENTS OF THE DEGREE OF MASTERS IN PUBLIC

ADMINISTRATION (MPA)

BY: CHERENTEBELACHEW

JULY, 2007
ADDIS ABABA

oo i




Addis Ababa University
School of Graduate Studies
Faculty of Business and Economics

Challenges, Problems and Limitations in Implementing Performance Based Management
in Addis Ababa Civil Service; the Case in Addis Ababa Education Bureau

By

Cherenet Belachew

Faculty of Business and Economics, Department of Public Administration and
Development Management

Approved by the Examining Board

Chair Person

Advisor

Internal Examiner

External Examiner




Advisor's Certificate

This Thesis has been submitted for examination with my approval as
University advisor

Name PROFESSOR DR.CHAKRA DHAR DASH
Signature
Date of Approval July2. 2007

i



AACA-
AAEB-
PA -
PBM-
MBO-
S.N -

Abbreviations

Addis Ababa City Administration
Addis Ababa Education Bureau
Performance Appraisal
Performance Based Management
Management by Objectives

Serial Number

111



TABLE OF CONTENTS

Titles

PN o2 i (0 —
Adktiowml et rE s R
List of Tables, Diagrams, Charts.........c.ccccocovvvirieninnnnnn.
ADSITACE. ..ttt

CHAPTER ONE

Introduction

1.1 Historical perspective of the study..........cccooovieiinn
1.2 Statement of the problem..........ccccvvvvvrcniiiniciiiiien
1.3 Objective of the studY....ccovevvreiriieciiee e
1.4 Significance of the study..cmmmansmasmnmssmmsmns
1.5 Soupe O et . o s conmanssanssnsssnsasiisosinsis siniaimasness
1.6 HYPOtRESIS. . .oiviiiiiie it
1.7 Methodology of the research.......cccccvveeiiieiinciiecienn,
L8 PHIOE @S teervoveeeeeeeeeeeee oo
1.9 Sarapling plath...wsansmmmsssmsmmammssressessris
116 Pt oL SR FBI8. i s S e s s

CHAPTER TWO
Review of related Literature
2.1 Meaning and essence of

Performance based management...........ccocceevviiiviiiiiniennnnn
2.1.1 Meaning of performance based management...................
2.1.2 The essence of performance based management..............

2.1.2.1 Why performance based management needed.......

O OO 0 o0 0 1 O B e

—_
—_

12
12
13
14



2.1.2.2 The benefits of performance based management.....
2.1.2.3 Important issues which should be considered
as the bases for the establishment of
performance based management............c.ocooeeriiennn
2.1.3 Elements and process of performance based

management SYSTCITL ...

2.1.4 Introducing performance based management in the

0] <221 11 i1 1L ¢

2.2 Performance based management Vs
performance appraisal............ccoevieiiiiiniii
2.2.1 The meaning of appraisal...........ccccccevviiiniennn.
2.2.2 Techniques of performance appraisal..............
2.2.3 Trends of performance appraisal.....................

2.2.4 Problems and limitation of appraisal................

2.3 Performance based management Vs MBO..............ccooviinn.

2.4 The Introduction of performance based management in the

Ethigpian Eivil Berviet .«

CHAPTER THREE

Data presentation and Analysis........c.ccoeeireviiriiniecinnnnnnn.
3.1 Explanatory statement...........ccccoovrviiiininiiiinciiininns
3.2 Profiles of therespontlents....osmivismivamssmsmes
3.3 Understanding of the PBM systemissvsesessns
3.4 Introducing and developing PBM frame work.........
3.5 The implementation of PBM system..........cccceeueen..
3.6 Results of the PBM system........ccccceevveeeiiereniieenenne,

CHAPTER FOUR
Summary and Recommendations.................

4.1 Summary of the findings.........cccooovviiiiiininnnn

15

17

25

75
75



4.3

Recommendations. .......ooovvvveiviieeeeeeeeeeeeeieeneens

BiblOGIaphy....ccveevierieceeiiieetiereii s

Appendix 1
Appendix 2
Appendix 3
.Employees

Declaration

Questionnaire formManagers....cwsssmssssessmsn
Questionnaire for Employees.........ccccoceiennn,

Ambharic Version of Questionnaire for

Vi

78
80
X1

XVviii

XXV

XXX



Acknowledgments

| like to express my deepest thanks to my advisor Professor Dr.
C.D Dash as he provided me with all the necessary support,

guidance and constructive comments in writing the thesis.

My gratitude also goes to the Addis Ababa Education Bureau staff,
especially who positively cooperated in giving me the information

which were important inputs for this work.

| am also indebted to my fellow workers and bosses, especially to
D.r Zerihun Kebede the former head of Addis Ababa Education
Bureau, who encouraged and supported me to continue my

further studies and develop myself intellectually.

At last, not least | am grateful to all of my family members,
especially to my wife (Woizero Meseret Wodaje) and my children
(Mekedelawit Cherenet and Eyuael Cherenet) for their

encouragement and cooperation to complete this study.

Vil



List of tables and Diagrams

No. Title Page

1. The No. of government schools, teachers and principals in Addis Ababa................. 10

2. The No. of selected government schools, teachers and principals in Addis Ababa.....11

3. Employees by sex, age group, work experience, educations and job or positions.......44
4, Managers by sex, age group, work experience education and job positions.............46
5. The amount and depth of training provided for managers and employees...............49
6. The commitment of employees and managers to implement PBM ... 52
7. PBreedoms Of tRatiagens 10 A0T. v v svsmmmsmn doiis ann SHur oy s 49 o sa s, svssssvers st 33
8. The role of the managers to introduce the PBM system.......cccoeiiiinciininininnn. 55
G. The PBM BAMEWOTE. . cov s woemmmme ersmmmmammsns vy ans mmmsmsssssnramssssh s (O SR S O
10. The content and development of performance and development plan.....................59
11. How PBM is introduced. .. ..ot e 03
12. How performance and development plan is prepared. ..., 66
13. Interim coaching and Progress FEVIEW . ... ....vveereririiiieaierr s 68
14. Reviewing performance management U o1,
15. Conducting performance appraisal and development reVIEW. ..o, 69
16. Results of the implementation of performance based management ... 72
Diagram No.
1. Managing the petrformance CYCIE ....oiuumnminnenrrrncirrnni e 18

2. Performance based management framework selected for the Ethiopian Civil Service....37

viil



Abstract

The environment within which organizations operate is dynamic and not static. To satisfy 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 healthy organization which
needs to win the wish and interest of its stake holders and their managers always devise new

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

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

changing environment. Public organizations too are not different in this respect.

The Ethiopian Civil Service is now implementing the Civil Service Reform Programme. The
reform programme has five sub programs, which intern sub divided in to so many projects.
Introducing the performance management system to the Ethiopian Civil Service is one of the
projects of the human resource administration sub-programmimes. The major objective of the
project is to find ways or tools which able to replace the traditional way of performance
appraisal by the better and a new one. The performance based management system with a six

step one was selected to implement in the Ethiopian Civil Service.

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

According to the research findings, the implementation processes did not as it was designed.
The performance based management framework which sclected 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



that challenges managers and organizations to be successful in implementing the system.
Besides, managers could not able to make the ground fertile for a proper implementation of

the system.

A well thought out organizational goal has not been developed and associated with that of the
expected employees and team performance. The interim coaching and progress review and
the performance and development review were not conducted in developmental and future
oriented way. There was no a proper and well thought out implementation process which can

help employees performance improvement through continuous employees development.

[n general, the implementation processes is not as it was expected and should need a remedial
actions. The Addis Ababa Education Bureau and the public Organizations in general, should
aware of that the implementation process improves service delivery only when it is properly

implemented.



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 findings, the government decided to launch a civil service

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

delivery improvement sub program, ethics and anti corruption sub-program, government

expenditure administration sub program, human resource management sub program and top

management sub-programs.

Performance Appraisal and Time Management project was one of the many projects that were

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

program includes other projects of,

f
I
I

Federal Civil Servants Administrative law and compliant procedure
Position classifications and measurement

Recruitment, appointment, promotion and transfer

Human resource planning

Pay system and conditions of jobs

Personnel information system

Human resource development system.

According to the findings of the Performance Appraisal and Time Management project. the

performance appraisal system that the Ethiopian Civil Service used was outdated. Problems

identified by the project include;

1. the performance appraisal was not designed to respond the need for
organizational development.

2. evaluation was not done based on mutually agreed upon performance targets.
Employees were appraised on the personal judgment of the appraiser.
Therefore, the system evaluated the behavior of the incumbent rather than

performance results.



3. the criteria put for appraisal had no relevance for all posts.

4. no one was allowed to see the appraisal result given to him/her, i.e. there was no
feedback mechanism for performance. Employees were allowed to know their
performance results if they scored below average. Thus there was lack of
transparency.

To resolve the problems and to have an effective and efficient system of appraisal a new type
of performance evaluation mechanism has been designed. Before the new way of evaluating
civil servant is put into practice, the Federal Government promulgated Federal Civil Servants

Proclamation, No 262/2002.

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

1. The purpose of performance evaluation shall be to enable civil servants to:

a. effectively discharge their duties in accordance with the expected level, quality
standards and time,

b. identify their strengths and weaknesses, and
c. improve their future performance and develop self-initiative

2. Performance evaluation shall be transparent and shall be carried out with the collective

participation of civil servants working together.
3. Performance evaluation shall be carried out in accordance with directive issued by the

Commission (Proclamation 262/2002).

This article of the Proclamation No 262/2002 repealed the already existing working
procedure, directive 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 established.

According to order No 28 of 1962, (an order to amend the central personnel agency and

public service order), performance evaluation was confidential

“All reports on the efficiency of public servants shall be treated as
confidential and be incorporated in the personal file of the public
servant....Often the central personnel agency has taken notice of such



reports....and has affixed its official stamps to such reports" ( Article 60
Sub Article 1 of order No 28 of 1962).

The performance appraisal system in the Ethiopian Civil Service since 1962 until 2002 was
therefore guided by order No 28 of 1962. It was no directly related with a plan that an

individual accomplished with specific period of time. According to Article 57 of the order:

“the purpose of reports on staff (efficiency reports) is to build up,
systematically, a record of the qualification, progress, performance and
achievement of all public servants in a ministry, chartered government
agency or other public authority, in accordance with a common standard,
there by to improve the administration, the ability of the staff, and to

facilitate selection for transfer and promotion”(Article 57 of 1962 order).

The new performance appraisal system needed to be established based on Proclamation No
262/2002. Based on the proclamation a guideline, directives and different formats were
developed to evaluate the performance of the civil servants. A training manual was prepared
by the Federal Civil Service. According to this training manual performance appraisal should
not be taken as an end in itself rather it should be seen as a means and a last step for managers
in their effort to manage. A number of training both at the federal and regional levels was

conducted.

Since 1992, the National/Regional self government were established based on Proclamation
No. 7/92 and then the Constitution 1995 affirmed the Regional sates and two special City

Administrations (Proclamation No7/92 and the 1995 constitution).

All the Regional states and the chartered City Administration (chartered cities) have the
powers to deal with issues of their own. Due to this, Addis Ababa has its own way of
administrating the civil servants. It has powers to promulgate laws and regulations, which are

appropriate considering its special situations

The City Administration attempted to implement since 2002, the newly introduced

performance appraisal system which was designed by the Ethiopian Federal Civil Service



Commission. 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 implementation was
interrupted due to the restructuring process in the City Administration and the inherent
mistakes in the conceptual framework of the introduced system. Then the new framework in
the form of PBM is developed by the Federal Civil Service commission. And the attempt to
implement the performance-based management was made in May 2004. Since then the City
Administration 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, challenges and

limitations in implementing the system taking Addis Ababa Education Bureau as a casc.

1.2 Statement of the problem
The government first launched the new performance appraisal system in 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.
Tt was with the intention to bring major changes in the performance of civil servants with its
ultimate goals of improving service delivery. The system assumed to be implemented with

integration of other civil service reform sub-programs.

The system introduced to replace the existing behavioral based system of evaluation. All the
civil service organizations ordered to abandon the old way of evaluation and replace it by the
new one. In the old performance appraisal system the superiors (supervisors) were expected
to:
o evaluate employees under them two times a year: i.e. with the interval of SIX
months;
e evaluate the behavior and effort of employees on the given format which was
developed centrally, i.e. which may not reflect the required behavior and effort for

all job holders at the same time,



e there was no chance for employees to know the relation between their contribution
to organizational goals,
e there was no chance for both employees and superiors to learn from their success

or failure.

In general the purpose of performance appraisal 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 organizational

goals were not seriously considered.

On the other hand the newly introduced system of performance management was expected to
bring change in the already held tradition of superiors (supervisors), i.e. evaluating employees
on their behavior rather than on achievement. The newly introduced performance based
management system focuses on achieving the overall goals of the organization through
employee development. This specifically requires;

e to identify and prioritize the desired results,

e to establish a means to measure progress towards desired result,

e to set standards for assessing how well results were achieved,

e measuring progress toward results,

e exchanging on going feedback among those participant working to achieve results,

and
e periodically reviewing progress, reinforcing activities that achieve results and

intervening to improve progress where needed.

In performance based management the ultimate goal is not measuring results because there is
a system for continues feedback for adjustment and for development of employee to meet

results.

However, the implementation processes is not simple. It would be a challenge for managers. It

requires behavioral, attitudinal, and capacity change for both managers and employees.



In light of these, the present research will try to investigate the challenges, problems and
limitations in introducing and implementing the performance based management system in
Addis Ababa civil Service with the case of Addis Ababa Education Bureau. The research
paper will try to answer the following basic questions.

e Have the managers and employees well understood the conceptual
framework of performance management and are they well equipped with
the principles and objectives of the system?

e Are managers able to play their role well? Are all the stake holders
involved in the places where they should be involved?

e Do contribution of groups and individuals integrate with the overall
organizational goals?

e s the system introduced in a way that ensures performance improvement in
the future?

e Do managers make the system supportive to individuals and teams to
acquire the appropriate capacity to fulfill the expectations?

e Do the mangers conduct the interim coaching and progress review
properly?

e Do the managers provide appropriate and on going feedback to individuals
and teams on their performance and development achievement/activities”

e Does the system improve the overall achievement of the organization and
as a result improve service delivery?

e What should be done in the future for a better implantation of the system?

1.3 Objectives of the study

The major objectives of this paper are
I to identify the challenges, problems and limitations in the introduction and
implementations of the performance based management system in Addis Ababa

Education Bureau(AAEB),



to investigate the possible reasons behind the challenges and the problems in the
introduction and implementation process of the performance based management
system and,

to recommend the possible solutions for the identified challenges and problems.

The specific objectives include;

I

to evaluate the understanding and commitment of both employees and managers
about the system,

to evaluate the roles 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 organization
performance improvement,

to recommend the possible 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 civil service to make it accountable, efficient and effective.

An efficient and effective civil service will satisfy the public with the service 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 local situations. It also

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



1.5 Scope of the study

The research thesis tries to analyze the challenges and problems faced by the Addis Ababa

Education Bureau to introduce and implement the performance based management system.

The research restricted in Addis Ababa Education Bureau Head Office and selected 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 designed.

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 performance based management in Addis Ababa
Education Bureau and government primary and secondary schools under it. The reason
behind the problem and the existent of a well developed conceptual framework will be

examined.

The population and the sample were taken from Addis Ababa Education head office and
selected government primary and secondary schools. Area sample or multi stage sampling

was used.

At the school level, teachers and principals had taken as population. At the head office of
Addis Ababa Education Bureau employees and supervisors at different levels had taken as the

population of the sample.

The method adopted for data collection was multistage sampling method which employs
instruments of
e Questionnaire to:

Teachers



Principals/school directors
Supervisors or managers at various levels;
e Document analysis
The procedures of preparation and follow 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 selected for the pilot study. From the pilot test |
understood that the questionnaire were difficult to respond for the primary school teachers.
But there was no much 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. It is why difficult to study the
introduction and implementation of PBM in all the schools and the head office within 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 cities by random

sampling techniques.

It was so difficult to study the whole schools in the five sub cities; a sample was taken from
each sub cities. That is, 1(10%) of the primary schools and 1(30%) of the high school were
taken randomly from each selected sub cities as the sample of the study. But some of the

schools which were selected randomly by the lottery method have not yet implemented the



system. Due to this the researches used the purposive sample in some of the (sample) selected

sub

cities.

The total numbers of teachers in the five primary schools are 710 and the total number of the

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

total number of employees is 1260. 126(10%) was drawn from the population with a random

sampling techniques for the study. The total numbers of managers (department heads, service

heads, team leaders and principals and deputy principals) are 43. All of them are civil servants

and were taken for the study.

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

selection).

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

were taken (random and purposive sampling method).

e 10 percent of the teachers and all the principals (school directors) in the selected

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

e 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 Addis

Ababa Education Bureau had taken as sample of the study

Table No 1
The No, of government schools, teachers and principals in Addis Ababa
No. schools No of teachers No of principals ]
SN | sub city Primary | secondary M F Total M F Total
1 | 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 -+ 23 |
6 | Kirkose 9 2 372 281 653 19 8 24
7 | Kolefee 10 2 531 451 982 20 0 26
8 | Lideta 6 | 170 146 316 13 2 15
9 | Nefasilke 8 3 334 281 615 21 4 35
10 | Yeka 13 3 501 469 910 29 6 35 |

Source: Addis Ababa Education Bureau (2006), Education Statistics Annual Abstract °

(unpublished).
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Table No 2
The No. of selected 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

1 | Addis e
Ketema 5(1) 2(1) 410 198 608 11 5 16 |

2 | Arada 8(1) 3(1) 429 224 653 22 3 25

3 | Gullele 7(1) 3(1) 462 308 770 19 4 23

4 | Kolefe 10(1) 2(1) 531 451 982 20 6 26
5 | Nefasilke 8(1) 3(1) 334 281 615 21 4 25 |

Source: Addis Ababa Education Bureau (2006), Education Statistics Annual Abstract
(unpublished).

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

1.10Plan of Analysis

The data gathering method was questionnaire and document analysis. After information was
gathered through the employed methods, the classification and analyzing done through both
qualitative and quantitative methods. The data presented and analyzed by using different
mathematical tools such as tables and percentages. The various characteristics of the sample
population such as sex, educational background, work experience and responses (o
questionnaires with options agree/ strongly agree, disagree/ strongly disagree and no opinion,

of managers and employees were analyzed through percentage.

11



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 accomplishing
whatever has to be accomplished (White, 1995:8). According to White the concern of
performance management is the management of people, i.e. to obtain the maximum possible

result from the team and the team members.

Performance management describes the approach many organization are taking to Ik
individual targets to those of the organization as a whole; rather than operating as a specific
technique it is more of a philosophy which potentially incorporates methods such as

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

“As the number of management techniques has grown, including, for example,
appraisal, job evaluation and performance related pay, they have frequently been
implemented in the same organization in a piece meal or ‘bolt on’ fashion,
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 systematic
approach to performance improvement through an ongoing process of establishing strategic
performance objectives; measuring performance, collecting, analyzing, reviewing, and
reporting performance data; and using that data to drive performance improvement (PBM

SIG’s V.1:2001:1)

12



Stephen Williams (2004:7)in the article “Strategy and objectives” explains performance
management” as the sum total of a differential pay system, objective setting, appraisal process

and career management.

“A true performance management system should comprise all of the above and, as a
whole, will contribute for more that the individual elements alone. When operated
successfully performance management will give the means for evaluating and
improving both individual and company performance against pre-defined business
strategies and objectives. Ideally, it will provide the basis for managing the business of
today and for developing it into the future - through the performance of its people. As
such, performance management should demand the attention and consideration of both
the chief executive and the personnel director.”

Performance management is a means of getting better results form the organization, teams
and individuals by understanding and managing performance within an agreed frame work of
planned goals, standards and competence requirements. It is a process for establishing shared
understanding about what is to be achieved, and an approach to managing and developing
people in a way which increases the probability that it will be achieved in the short & long

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

From the above definition it is possible to say that performance management is not only
performance appraisal. It includes other components with the focus on improving individuals,

teams and organization performance.

2.1.2 The Essence of performance based management
Why managers exist in the organization? Every organization be it business or public need
managers for the purpose of better results. 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
organizations overall business goals by linking the work of each individual employee or
manager to the overall mission of the work unit”. The individual employee goals and
objectives are linked to the overall organizational goals and objectives. The performance
management process starts with the identification of clear goals. These goals are the bases for

evaluation and coaching.

13



Performance management make clear what is expected and it also links the individual and

organizational objectives and more over it focuses on improvement.

2.1.2.1 Why is performance based management needed?
Performance management helps the organization by linking the individual’s employees or
managers work to achieve the overall organization mission. Due to this all employees in the
organization contribute for the success of the organization. The management of employees in
a given department not only affects the performance of that specific department but also the
performance of the entire organization. Performance management for employees

e  Make clear what is expected from them

e Provide the necessary support for better achievement.

Due to these, employees, ‘sense of purpose; ‘self worth’ and motivation will increasc
(Costello, 1994:8).

According to Armstrong (1996:233) the purpose of performance management is

e To make an agreement between the manager and the individual employee on the
expectation in relation to planned goals, standards and competence requirement.

e To manage performance in a day to day delivery of results and to manage performance
improvements.

e To create a shared understanding about what high level of performance and
competence are, and what they should do to accomplish that expectations.

e To create a focused actions, that is, 1. how managers and team leaders work
effectively with those around them. 2. how individual work with their superiors and
their teams and 3. how individuals can be developed to improve their knowledge,
skills and expertise (their attributes) and their level of competence and performance.

e To make the best use of employees abilities, to realize their potential and maximize
their contribution to the success of the organization.

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

Performance management is an integrating force of reward management, improving
managerial effectiveness, developing skills and competences, and improving

individual and organizational performance.



2.1.2.2 The benefits of performance based management
According to the “Performance-based management special interest groups” (PBM SIG)
(2001:4) some of the benefits of the performance-based management are to.

o provide a structured approach to focusing on strategic performance objectives - it
focuses on the achievement of results.

e provide a mechanism for accurately reporting performance to upper management and
stakeholders.

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

o represents fair way of doing business.

e provide an excellent framework for accountability.

e share responsibility for performance improvement. Performance improvement Is not
the responsibility of certain groups or individuals. It is a joint responsibility of all
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 establishing (introducing)
implementing and maintaining performance management system in a given organization.
According to the PBM SIG (2001:1) establishing and maintaining a performance based
management system in the organization is not an easy task. The major issued that arc
identified as very important include:

e Leadership - to establish and maintain a performance based management system
successfully a strong leadership must be there

e Commitment - the commitment for especially for those on the position of the
leadership is decisive unreserved commitment is essential, “flattering commitment
will erode the program”.

e Involvement - all concerned parties should be involved. stakeholders, customers and
employees should be involved. “The management should take care of for the
involvement of all the interested parties.

e Communication - communication is important in the areas of what is expected, what
is achieved, what connection are being made.

e Feed back - a continuous feed back is essential for a success of a program.
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«..seeking and using feedback from stakeholders, customers, and employees let’s
them know that their opinion is valued and that they are involved in the process.”
Resources - All for the success of the program the necessary resources should be
provided.

Customer identification - 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

Learning 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 organization 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 ‘clear sense’ of purpose.

Organizational Capacity - people commitment is not sufficient for success, there
should also be support on ‘process management™ to get rid-off those processes which

leads to inefficiently.

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

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

Michael Armstrong (2004,144) to manage performance effectively managers should make;

clear the expectations which need to achieve.

clear what they expect to be achieved by employees.

sure that whether their expectations are well understood and agreed with the staffs.
identify performance measures.

develop and apply their skills for making concession with your teams in areas of
objectives and capability requirements, reviewing performance, development plan,

dealing with the under performers, coaching and counseling.

The personnel department also has a crucial role in establishing and maintaining the

performance management system in the organization.
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Stephen Williams (2004:22) identified five roles of the personnel director in establishing and
maintaining the system. These are
e To buy in the commitment of the chief executive to utilize performance management
as a key strategy in achieving business objectives.
e In defining the performance management processes applicable to the particular values,
culture and strategic vision of that company.
e In providing the training to managers in the knowledge, skills and attitudes required to
implement the processes in a professional manner.
e In communicating to all employees the mutual benefits and genuinely held company
commitment to the process.
e In monitoring and evaluating its implementation, particularly in the early years, to
keep the processes ‘on track’. |
Therefore, manager plays the major roles in establishing, implementing and maintaining the
performance management system. According to Costello (1994:7) managers should manage
performance by letting employees know
e What is expected of them
e How they are doing based on those expectations
e How they may improve on the job.

e When they are doing a good job

2.1.3 Elements and process of performance based management system

A performance management system normally comprises a number of elements and processes.
According to Armstrong (1996:235) performance management is a continuous and flexible
process. Here managers and employees work as partners to achieve 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 would be the coming results. The
discussion between managers and their employees focus on the individuals or teams
performance and development needs.

Performance management is a cyclical process with the elements of plan, act, measure and

review.
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Managing the performance cycle (Armstrong 2004: 143)

According to the Canadian evaluation society, performance based management workshop
course materials (page 5)
e The planning phase includes
1. Developing a performance frame work which includes defining organizational
missions, strategic performance objectives (activities and out puts, clients, co
delivery agents, stake holders, etc.)
2. Identifying the most important elements, or the performance areas.
e The measurement phase includes.
1. To select appropriate type of performance measures
2. To determine the gap between what information needed and what information
is available to measure performance.
3. To develop and apply a measurement strategy to fill the gaps.
e Reporting and continuous improvement phase includes
1. To develop a performance report that contain what is accomplished and what is
learnt.
2. To learn from the past and refine the future approach.
“pPerformance management reviews provide the inputs required creating personal & team
development plans, and to many people performance management is essentially a
developmental process.” Performance management focus on targets, standards, indicators,

inputs and process (knowledge, skills and behaviors required) (Armstrong: 1996: 235-236).
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On the other hand, Sheila J.Costello (1996:7) has identified the major activities that generally
manager and employees involve as follows:

o Performance and development planning

o Interim coaching and progress reviews

o Performance appraisal and development reviews (Costello;1996:7).

Under these major components of the performance management system, we would have
elements that vary depending on the focus of the performance efforts and who are in charge of

carrying it out. According to http://www.mamagementhelp.org/perf-mag/overview.htim

website, there are about 14 steps of performance management system, which can be dealt

under the components mentioned above.

e Performance and development planning -
Here the manager should review the organizations plan and need to decide which work need
to be done by whom. Not only that but also how each employees fits for the work he/she
assign. 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 individuals 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 discussed at the time of performance planning

o Our expectations of employees performance

o How employees objectives tied with the department are organization’s goal

(Costello; 1996:7).

On the other hand Armstrong (1996:243) identifies the following questions which can be
discussed with the incumbent.

o What areas of your performance do you feel in need of development?



o]

O

o]

What do you thing you need to do to develop your performance in any
particular arcas?

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

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

What development and training actions should we agree

Michael E.Allen (2006761) put forward the steps that should be followed in preparing for

performance plan as follows:

O

According

review organizational goals to associate preferred organizational results in
terms of units of performance. Performance management translated goals that
were set during strategic planning. Goals should be ‘SMART; and challenging.
specify desired results for the organization, teams or individual employees.
This aspect of performance management is said to be goal setting, especially
when the focus of performance process is on employees.

ensure the desired results contribute to the organization results.

weigh, or prioritize, the desired results.

identify first level measures to evaluate if and how well the organization, teams
or individuals desired results were achieved. Measures provide information to
evaluate accomplishment of results.

identify more specify measures for each first level measure if necessary.
identify standards for evaluating how well the organization, teams or
employees desired results were achieved. Standards specify how well a result
should be achieved.

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

and standards.

to http://www.mamagementhelp.org/perf-mag/overview.htm website,

(4/30/2007:2), the development plan for performance management system should be based on

the previous results of performance appraisal and development review. Therefore, the content

of development plan should focus on
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o addressing the performance gap, that is if performance dose not meet desired
performance standards, we have to develop or update a performance development
plan. Actions like coaching, monitoring training, more resources, etc. will be taken.

o doing performance appraisal and development review.

Interim coaching and progress review
Performance management should be considered as an integrate part of the continuing process
of management. Performance management based itself on the philosophy of the following
three points.

1. Sustained improved performance

2. The learning organization

3. On going development of skills and over all competence
Managers and employee define and meet development and improvement needs. Here learning
and work should be integrated managers and employees should learn from success, challenges

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 annual appraisal review. Feedbacks should provide based on agreed up on performance
plans. Actually those performance plans can be adjusted based on the change on organization
goals, regular feed back is essential to a successful performance management system.

(Costell: 1994:47).

According to Tricia Allison (2004:116) the basic components of coaching include
1. dealing with the development of skill through practice,
2. analyzing the components of particular skills, 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 advantage of talent and

opportunity.
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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, consultative approach and well-developed
listening skills. Interim coaching should provided when

1. 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 giving in formal,
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,

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

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

3. to discuss needed changes, revisions, or additions to the performance 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 this the performance
appraisal which may be conducted at the end of the year would be successful. A performance
appraisal which might be conducted at the end of the year is simply the summation of the

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

The basis for ongoing review should be the agreed objectives on the one hand and
development and improvement plans on the other hand (Armstrong; 1996:245).
The major issues that may arise in managing performance throughout the years include.

a) Updating objectives and work plans - working documents includes
performance agreements, plan and job description. Objectives and work plans
changed or amended as the new demand or new situations arise.

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

opportunity with the task which he/she accomplish. Performance man
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agreement should aim to create opportunity for employees to learn from ‘the
problems, challenges and successes’ which face them in their day to day work
¢) Dealing with performance 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 opportunity to compare what actually is
accomplished 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,

o compare annual performance results with performance plans,

e identify areas which needs improvement,

o evaluate the results of development activities,

o discuss with those factors which affect job performance,

e assign objective specific and overall performance ratings and

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

(Costello;1974:105-109)

Michael E.Allen (2006:61) put forward the steps for performance appraisals in the wider
framework of performance management as follows:

o conduct ongoing observations and measurements to track performance,

e exchange ongoing feedback about performance: i.e. information relevant to how ell
results are being achieved. The larger the sources which provide feedback to the more
accurate the depiction about the event,

e conduct a performance appraisal, and

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

Armstrong (2004: 159-161) identifies the following types of performance appraisal in terms

of the parties involved.
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the one to one meeting - this is a meeting which is conducted between the manager or
the team leader and the individual employees. Here individuals will analyze their own
performance and development needs the manager will provide feedback.

upward assessment or feed back:- it is also known as 180 degree feed back and it is
a voluntarily agreed process. It 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 improve
the performance of employees. The success of this aim depends up on the
creation of mutual trust and willingness on both sides.

2. Individuals may request to complete a questionnaire and feeding the results
back to their manager. The importance 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 like the upward assessment peer assessment is a voluntarily
process. It is an assessment which takes place when team members or colleagues
assess one another. It 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
individual managers, direct and indirect reports, peers (fellow team members),
individuals and internal and external customers. Here structured questionnaires are

used as a means to collect the feedback.

Through the discussion of performance review it is possible 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 review included obtaining historical data, the important part is to reach

agreement about what should be done in the future.

“The performance review discussion provides the means through which the five key elements

of performance management can be achieved’. These are

1) Measurement - comparing what is achieved with that of what was planned.
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2) Feedback- providing information for each employee about his/her
accomplishment

3) Positive reinforcement - Providing positive criticisms. Even if some one has
performed well, it helps her to perform better in the future.

4) Exchange of views - A free and frank discussion 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 aspirations.

5) Agreement - concluding the discussion with mutual understanding of what has
to be done to improve performance.

Performance review meetings should focus on two major issues, which are
1. Performance improvement - which is different from that of the broader
developmental 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 discussion can bring positive results if it focus 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 follows up. When one needs to introduce performance
management process the following should seriously be considered.
e  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 develop. In a highly decentralized organization usually project team or working

group is established to introduce the performance management system.

e  Who should be covered
The question who should be covered should be made clear at the beginning. Performance
management should not focus only on the manager, it is also relevant to all professionals:

administrative and technical and the support staff. When we consider the objective setting and
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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.

e Pilot tests
Pilot testing is very important but it is not simple to pilot test whole process of performance
management as it takes longer time. Therefore a certain aspects of PM process are selected for
pilot tests, e.g. objective settings and the like.

e Prepare briefing papers
Preparing a paper which describes objectives and methods of operations and the benefits it 1s
expected to provide for the organization and its managers and employees. Supplement the
written briefing with oral briefing.

e Monitoring and evaluation
It is very important to monitor and evaluate the introduction of the performance management
system. It is advisable to ask those who involved in the process like managers, individuals and

teams. (Armstrong; 1996: 258-261)

2.2 Performance baesd management Vs performance appraisal

2.2.1 The meaning of appraisal
Different writers define performance appraisal in different ways. Some of the definitions

include the following.

Appraisal is the judgment of an employee’s performance in his job, based on considerations
other than productivity alone. It is some times called merit rating, more frequently when its
sole object is to discriminate between employees in granting increases in wages or salaries.
(Graham; 1983:158) “Performance appraisal is an exercise in observation and judgment, it is
a feedback process, and it is an organizational intervention. It is measurement process as well
as an intensity emotional process.” (Cascio; 2003: 333-334) “Performance appraisal is the
process by which organizations evaluate job performance. When done correctly, employees,
their supervisors, the human resource department, and ultimately, the organization all benefit

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

According to Roges Holdsworth (2004:65-66) appraisal 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 procedural appraisal 1s
hated. An appraisal which is conducted on the consents of both the managers and employees

frequently will not be hated.

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

unpleasant for the appraiser and the appraised as follows.

“Appraisal should be a continuous activity. However, both the appraiser and the
appraised consider it an unpleasant task as no performance appraisal system can be
perfect and free from personal biases and other defects.”

From the definitions one can understand why performance appraisal is done. It is done for the
mutual benefits of the organizations and individuals who contribute for its success. When we
come to the wider framework of performance 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
In the history of performance review, we do have a number of techniques by which managers
carry out performance appraisal. For discussion, different authors categorized them into two
different names (nomenclatures). For example Goel and Rajneesh (2003: 467-487)
categorized them into two types, i.e. traditional methods and modern methods.
According to these authors under the traditional methods of measuring performance of
employees, there are about 10 types of techniques. These are

a) Graphic scale

b) Ranking method

¢) Forced distribution method
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d)
c)
f)
g)
h)
i)
J)

Critical incident method

Forced choice rating method

Group Appraisal

Nomination method

Work sample tests

Result oriented performance appraisal system

Confidential reports

On the other hand, under the modern method of measuring performance of employees the

MBO approach or the management by objective techniques is mentioned.

2) Wrether and Davis (1003:347-362) categorized them into two groups, i.e. past oriented

appraisal methods and future oriented appraisal methods.

The authors discussed eight types of methods of appraisals under past oriented appraisal

methods. These includes

a)
b)
c)
d)
¢)
f)

g)
h)

Rating scales

Check lists

Forced choice method

Critical incident method
Behaviorally anchored rating scales
Field review method

Performance tests and observation

Comparative evaluation approaches

On the other hand, under future oriented appraisal methods there are four common

approaches, namely

a)
b)
c)
d)

self appraisals
management by objectives (MBO)
psychological appraisals and

assessment centers

3) Cascio (2003-341-346) grouped into two methods of appraising employee performance, I.e.

Behavior- oriented rating method and result —oriented rating method.
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According to the author under Behavior- Oriented rating, we have seven types of employee
appraisals. These are

a) Narrative essay

b) Ranking

¢) Forced distribution

d) Behavioral Check list

¢) Critical Incidents

f) Graphic rating scales

g) Behaviorally anchored rating scales.

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

are

a) Management by objectives (MBO)

b) Work planning and review

There are number of performance appraisal systems. According to researches, no single

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

weakness (ibid).

2.2.3 Trends of performance appraisal
Hale and Whitlam (1995 cited by Malcolm Martin and Tricia Jackson 2000) explained the
recent trends of performance appraisal as shown below.
e From traits to results based assessment
Since the emergence of management by objective made judgment on employees” traits
and behaviors to the achievement of results and outputs linked to targets. Even if
MOB (Management by Objective) is still in existence, it failed to establish link
between individual and organizational objectives.
e From effort of results
With the introduction of MBO (management by objective) the methods of assessment
has shifted away from effort measures to results measure.
e From judgmental to all jobs
The closed types of appraisal replaced by a more open, joint identification of strength

and weakness as well as joint planning for improved future performance.
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From managerial to all jobs

The system of using scparate schemes abandoned and replace by the performance
appraisal with works for all levels of employees. i.e. managerial and non-managerial
posts.

From top-down to 360 degree appraisals

System of appraisal has moved from manager subordinate relationships to 360 degree
appraisals, 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
achieves 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 challenges and problems of appraisals. According to Cascio(1991;73)

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

are subject to appraise.

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

common rater biases include;

The halo effect — occurs when the rater's personal opinion of the employee sways the
rater’s measurement of performance.

The error of central tendency — the raters simply make their rating around average.
They avoid to rate employees as effective or ineffective,

The leniency and strictness biases — leniency braise which tends to rate every
employee favorably good. Strictness bias on the other hand is a bias which raters rate
employees harshly.

Cross cultural biases — The culture and value of the society which the rater comes
from may result biases in rating employees.

Personal prejudice — This is a raters’ displeasure displace for a certain group or class

of people which may results a distorted rating.
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The recency effect — Distortion in rating may also be due to employee’s most recent

action.

According to Smith (1977:38) performance appraisal cannot motivate employees. This is

because of 1/ we cannot motivate people by evaluating them, 2/ evaluation is different from

development, 3/ the objectives of appraisal are different from the objectives of development.

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

traditional methods which are developed by the organizations to evaluate the performance of

employees. Performance appraisals have the following features which frequently fail.

Both managers and employees dislike it, because performance appraisals 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 include setting objectives against which performance will be appraised

The center of performance appraisal is a meeting for appraised between the manger
and employee.

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

The appraisal form is held by the personnel department, ff often not to be suffered to
again unless it is pulled out and used as evidence in unfair dismissal performance
management come to seen in the 1980s.To overcome the problem or deficiencies

encounter by performances appraisals. Performance management.

In relation to Performance Management Roger Holdsworth said the following about

appraisal.

“Appraisal becomes more focused on the individual and on the development, the
burning issues centered on appraisal as counseling process, on prescribing 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 appraisal 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 cited by Martin and Jackson 2000) lists the intervention (system) as;

Strategic planning

The definition of organizational goal, priorities and values,

The identification and application of appropriate performance goals and measures for
organization for key processes, fro function, and for individuals employees,
Appraisal,

Personal development planning,

Learning and development activities.

Therefore, according to the above view performance appraisal 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.

1.

Set up a working group — The working group can consist of six to eight members,
who come from different departments, commitment to the new scheme is vital.

Define the objectives — It is advisable to be precise in describing the expected
outcomes. 1t should be cleared how performance is measured and how it relates with
other schemes like pay.

Design method and procedure — It requires a manager to be in areas of achieving
objective. It should be clear who appraise whom when and how?

Draft documentation — Who is going to have access to the documentation? Can
appraised use the same form as appraisers for their preparation?

Communication — Communication is vital should start early. Frequent and broad
communication at all levels is very essential. The type of communication includes
written and oral.

Pilot Project — Pilot testing in one of the departments, divisions or sections is very
important. A pilot project is useful for communication and participation and help to
modify some aspects of the scheme without loss of credibility.

Training — Training those involved in the scheme is inescapable. Many people

involved as appraise or appraise, should be trained.
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8. Full implementation — The time table for implementation requires careful thought.
During the 1* cycle, additional specialist resources may be needed to monitor progress
and to identify problems which arise.

9. Individual follow up- Specially in the I8 year of implementation and also
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 discussing 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 appraisal 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 established with consensus
between the employee and the manager. The goals are not only mutually agreed upon but also
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 of a specific target toward which to organize and
direct their effort.
= To discuss the specific development needs of the employee, this can make future
training and development effort appear more relevant to the employee.
«  Performance discussions focus on the job’s objectives and not on personality

variables. Evaluation focus on performance not on individual behavior.

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

a) Determination of the key result of the organization
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b)

d)

f)

The key result areas of the organization determine at the initial stage .At this stage.
standards of performance in respect of quantity, quality, time and cost defined from
the general purpose of the system meaningful objective for each unit will be set.
Performance improvement guide for all positions. Each employee required to prepare
about short term performance goal for her self/ himself. The target for each employee
for improvement is discussed with herself/ himself superior.

Appraiser and appraise record observation of employee’s performance.

Both the superior and the employee have an opportunity records performance against
the set standard.

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.

Individual development program

Specific performance targets for the development period and a description of specific
approaches for improving the performance of the subordinate, jointly set.

Post- development program review conference

This program is designed 1) 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 of the limitation of MBO is the problem to

set objective. ©” Objective are sometimes either to ambitious or too narrow’”. This resulted;

—

employees to frustrate

2. some areas of performance may be over looked
3. preparation of quantitatively measurable objective with exclusion of quality of work
4. When subjectively measured objectives are set special care is needed to ensure that
biases do not distort manager’s evaluation.
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 realization that a more continuous and integrated

approach was needed to manage reward performance...performance management has risen
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like a phoenix from the old established but somewhat discredited 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.

)
2)
3)

4)

That it is owned and driven by line management and not by the HR department.

That there is an emphasis on shared corporate goals and values.

That performance management is not a package solution; it is some thing that has to
be developed specifically and individually for the particular organization.

That it should apply to all staff, not just part of the managerial group.

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

actions to do.

5]

2)

3)

Define Performance: a manager who defines performance need to communicate what
he expects from employees. He/She also assists them to stay focus on effective
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 provide
regular assessments of progress.

Facilitate performance: It is one of the manager’s roles to facilitate for maximum
performance. It is expected from managers (o eliminate any “road block™ or
bottlenecks for better employee performance. In addition to this, it is expected from
the manager to provide adequate resources and pay careful attention to selecting
employees.

Encourage performance:

The following three things are very important to encourage performance.

1)
2)
3)

Provide sufficient amount of rewards that encourage employee performance.
In a timely and

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 Commission (January,2001 )
the performance appraisal system of the Ethiopian civil service has many weaknesses and
needs to be replaced by the modern techniques of appraisal.
According to this study the Ethiopian civil service used for the last many years the traditional
way/technique of appraisal. Some of the weakness of the system includes,
1) The appraisal 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 performance was not established based on tangible results which

make the appraiser to evaluate based on his own judgment.

It was in 2001 the government decided to introduce the new (modern) type of performance
appraisal system. However, the system, which was introduced at that time, failed to be
implemented due to different reasons. The major reasons why it failed to implement were
listed in the training manual, which was prepared by Addis Ababa Civil Service Commission
(2003:1) as follows.
e the measurement criteria was prepared based on employees job descriptions
rather than based itself on the strategic plan of the organizations.
e rather than focusing on the accomplishment of performance plan the focus
tends to measure personality.
e it did not give due attentions for the contribution and measurcment of
organization and teams performance.
o it measured results in terms of outputs only leaving aside the outcome and
impact.
e measures and standards did not include cost effectiveness.
e it was not giving due attentions for the involvement of all stakeholders on the

process of performance management.

36



Due to the problems mentioned above the performance management system with a new way
of measuring performance was introduced in the Ethiopian Civil Service, including the City

Administration of Addis Ababa.

According to the training manual prepared by the Ministry of Capacity Building (May
2003:14-28) the performance management framework that has been selected for the Ethiopian

civil service is shown as below.

Step 5. Establish a system for Stepl. Define organizational mission
analyzing reviewing, and

reporting performance data.

A4

and strategic performance objectives.

Step 3,
accountability
performance

Establish
for

A 4

v

Step 6. Establish a system for

r 3

using performance to drive
improvement

Step 4. Establish a performance
system for collecting data to
assess performance.

Step 2.

Establish an
performance measurement system.

integrated

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 establishing
strategic performance objectives; measuring performance; collecting, analyzing, reviewing
and reporting performance data; and using that data to drive performance important”.

This is the conceptual framework of the performance based management which begins to
implement in the Ethiopian civil service. The regional governments including the chartered

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

What the frame work tells us?
As we have seen in the diagram 1 the PBM system selected to introduce for the Ethiopia civil

service is a six step system.
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Step 1. Define 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.1 (2001:12) 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 development of strategic performance
measures.

e 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 goals,
objectives and strategic plan, i.e. what is expected to be accomplished for the budgeted
money. It is also used for establishing performance agreements and for comparing
planned results to actual performance results.

e What is performance agreement? It is prepared by the management and those doing
the work. It is to provide a process for measuring performance and to establish

accountability. It states the expectation for each party.

Step 2. Establish an integrated performance measurement system

Performance measurement system is the second step in the overall performance management
system. This step provides life to the organization mission, vision and strategy. It also 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 performance measurement system include;

1) Strategic plan — which set the foundation for effective performance measurement
systems.

2) Key business processes — process and their activities are the means to achieve the
out comes — the end results of the strategic plan. Process and activities needs
performance measures. Therefore, 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
organization or unity. It is a must to know who they are and what expectation do they

have.
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4)

5)

0)

7)

8)

9)

Senior management involvement - top executives should initiate the introduction of
performance measurement and continually promote it. It is very important to have a
leadership commitment for the success of performance measurement system.
Employee involvement — employee involvement in the process is critical employees
involvement is very important because of their contribution for input-output- out
comes and any other aspects of the organization.

Accountability for measures — a successful integrated performance measurement is
directly related with a successful system of accountability. Both managers and
employees assume responsibility in some part of the performance measurement.

A conceptual frame work — it can help in deciding what to measure.
Communication — communication should be multidirectional, i.e. top-down, bottom
up and horizontally within and across the organization.

Sense of urgency — it is to describe the concept, of the need to move aggressively.
Performance measurement and performance management come into being as a

response to a threatening organization.

Performance measures must be integrated into tow directions, 1.c. vertically and horizontally,

vertical integration helps to focus employee’s effort towards organizations strategic

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

across all process and organizational boundaries.

The accountability environment established 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 establishment of an accountability environment,

Leadership — accountability environment establish from the top down:

Reciprocation — the two wayness of accountability assign. There is a reciprocity
relation between the one what assigned authority and delegated responsibility.

Equity — the leadership should be fair. Inequality should be avoided because it will
destroy trust and organizational credibility.

Trust — faimess brings trust; trust indicates fairness. Accountability relationship can’t

be established with out trust.
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e Transparency — is one of the sustaining elements and key to the establishment of an
accountability environment.

e Clarify — one of sustaining element of accountability. It is to have a clear picture of
what results and expected key focus areas for clarify are authority, organizational
mission, roles responsibility, performance expectations, and performance reporting.

e Balance — balance between accountability and responsibilities, expectations and
capacities; and pay & performance.

o Ownership — sense of ownerships for actions.

o Consequences — accountability is meaningless without consequences. Accountability
comes with liability and liability indicates consequences.

o Consistency — consistency ensure stability.

e Follow ship

Step 3 Establish a process/system for collecting data to assess performance.
Accountability is an integral process to each of the other five steps in the six steps to
establishing performance-based management. Accountability has to be established first
through an “accountability environment, then through an accountability frame work. T he
environment integrates accountability into the individual, team, and organizational
performance. Before we go to the collection of data, we have to understand
1. the need to collect data
2 the characteristics for a good performance measurement system
Those who develop the data collection plan should understand what information managers
need to make decision. They should not concentrate on what is available data.
Data collection must be
e focused on the organization’s assessment and improvement needs.
o flexible to take advantage of any data sources or method that is feasible and cost
efficient.
e simple and aligned with the organization’s needs to provide clear, relevant information
and

e consistent to allow comparisons and easy transition from the data set to the nest.
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Verification and validation of the data are very important to ensure the data collection and
analysis to apply for the decision making.

Data collection is needed for information which is a base for decision making. Data collection
plan needs to be developed before we go to the task of collection. The integrity of the

performance measurement program is dependent on the quality of the collected 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 existing 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

1) the balanced score care,

2) the “critical few” performance measures,

3) performance dashboards, and

4) the Malcolm Baldrige National Quality Award Criteria.
“The performance measurement framework that you select will help you to determine your

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 analysis and review is to convert the data to performance information.

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

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

“Analysis is required through out the performance based management cycle, but s
particularly critical at the time when performance data is prepared for use by
managers and staff for the following purposes; setting new goals or ftargets;
evaluating progress against goals or targets; validating the measures and
measurement process; and answering “why” something happened”

The data analysis has the following four components

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

¢) analyze 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 analysis varies by the degree to which the organization or the

person involved in data analysis.

Step 6 Establish a process/system for using performance information to drive
improvement.
Utilizing performance information will help for any organization to win the present stiff
competition by utilizing scarce resources appropriately. Utilizing performance information
will help to achieve performance improvement. Management can usec performance
information for
a) driving performance improvement
b) benchmarking (including the use of performance data to accomplish benchmarking
and the use of benchmarking data to drive improvement), and
¢) changing management processes through reengineering, continuous improvement, and
process improvement.
Performance management information is used for
a) management and individual performance with a view of current and past levels of
performance, and
b) as an indication of future performance
Performance measures should always align with overall objectives.
Management should review performance information routinely. The frequency of the reviews
should be determined by the competitive 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 priorities
benchmarking is very important. The single most important and valuable benefits of
benchmarking is that it allows as to see beyond our existing paradigms of process
performance. As we benchmark other organizations, we greatly improve the likelihood of

seeing tomorrow solutions 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%, cycle time from 60-100%. Reengineering is
needed when

e the current business is not working

e dramatically change is required in the way of doing business.
The framework, which is shown in the performance-based management handbook series, is

also similar to the Ethiopian Civil Service Performance-based management framework

43



CHAPTER THREE

Data presentation and analysis

3.1 Explanatory Statement

Chapter three of the study focuses on the data presentation and analysis. Here the raw
data collected through questionnaire and documents, 1s presented and analyzed. For this
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 collected from managers and 120(95%) were collected from employees.

Besides the questionnaires distributed sample documents which 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 collected and used

for the analysis purpose.

Therefore, the data presented and analyzed here under is based on
1) data collected through questionnaire form 161 respondent and
2) data collected from documents which provide information about
employees, teams and organization performance and development plans,

interim couching and development and performance review

3.2 Analyzing the profiles of the respondents

Table No 3
Employees by sex, age group, work experience, educations and job or positions.
Respondent
S.N Item Number | In percent
1 | Sex:

a) Male

84 70
b) Female 36 30
Total 120 100

]
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Respondent
S.N [tem Number | In percent
2 | Age group
a) 20-30 33 215
b) 31-40 23 20.83
c) 41-50 38 31.67
d) 51-60 24 20
Total 120 100
Total 120 100
4 | Education
a) MA/MSc 4 3.33
b) BA/BSc 40 33.33
c¢) Diploma 47 39.17
d) Certificate 29 24.16
Total 120 100
5 | Job or positions
a) Expert 8 6.66
b) High school teachers 45 37.50
¢) 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 calculate 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 experience and exposure
to the work environment out of the 120 respondents 28 (23.33%) have a work experience
from 1 to 5, 19 (15.83%) 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 MA/MSc holders 40 (83.33%) are BA/BSc
holders, 47(39.17%) are Diploma holders and 29 (24.16) are certificate holders. Out of
the total 120 employees those gave responses to the questionnaire 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 follow most of the respondents have the
experience more than five years. It implies that they have the exposure for the work
environment and the responsibility and mandate of the organization.

Table No 4

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

Respondents
S T Dept.head | Service heads | Team leaders School School deputy
: directors directors
N In | In In In % In In % In In % InNo | In%
No | % No No No
1 | Sex:
a) Male
41 100 2| 66.67 6 | 85.57 10 100 13| 76.48
b) Female - 1| 33.33 1] 1428 0 0 4| 2353
Total 41 100 3 100 7 100 10 100 17 100
2 | Age group
a) 20-30
- 4| 23.53
b) 31-40 - 1| 33.33 2| 28.57 2 20
c) 41-50 41 100 1| 33.33 3| 42.86 6 60 8| 47.06
d) 51-60 - 1| 33.33 2| 28.57 2 20 51 29.41
Total 41 100 3 100 7 100 10 100 17 100
Work
3 | experience
in years
a) 1-5 3] 17.65
b) 6-10 1| 14.29 1 5.88
¢) 11-15 1| 3333 1 10
d) 16 and 4| 100 2| 66.67 6| 85.71 9 90 13| 76.97
above
Total 41 100 3 100 7 100 10 100 17 100
4 | Education
back
ground
a) PhD
b) MA/MSc 2 50 3| 42.86 1 10 2| 1176
c) BA/BSc 2 50 3 100 4| 57.14 5 50 6| 35.24
d) Diploma 4 40 71 41.18
e) 21 11.76
Certificate
Total 41 100 3 100 7 100 10 100 17 100

As shown in Table number 4 among the managers who responded to the questionnaire
4(9.76%) are department heads, 3(7.32%) are service heads, 7(17.07%) 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 varies from 1(33.33%)
31-40, 1 (33.33%) 41-50, and 1(33.33%) 51-60. When we look at the age groups for 7 team
leaders who responded to the questionnaire 2(28.57%) are at the age of 31-40, 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 characteristics. All the four department heads have the experience in years
16 and above. 1(33.33%) of the respondent of service head is having work experience
between 11-15 years while 2(66.66%) of service heads have a work experience of 16 and
above 16 years. Among the seven team leaders 1 (14.29%) has experience of 6-10 years. The
rest of the team leaders, that is, 6 (85.71%) have the work experience in years 16 and above.
The work experience and exposure to the work environment of the school directors is 16 and
above for the 9(90%) of them and only one (10%) has a work experience of 11-15 years.
Among the deputy directors 3(17.65%) 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 educational background of the respondents we find that, 2(50%) of the
department heads are MA/MSc holders and the rest that is 2(50%) of them are a BA/BSc
holders. All the service heads that are 3(100%) are a BA/BSc holders.Out of the seven team
leaders 3(42.86%) are a MA/MSc holders, while the rest that is 4(57.14%) are a BA/BSc
holders. Out of the 10 school directors 1(10%) is a MA/MSc holders, 5(50%) are a BA/BSc
holders and 4(40%) are diploma holders. Out of the 17 deputy directors 2(11.76%) are
MA/MSc holders, 6(35.29%) are BA/BSc holders, 7(41.18%) are a diploma holders, and only
2 (11.76%) of them are certificate holders.

According to the standard issued by the Ministry of Education and the Ethiopian Federal Civil
Service Agency (Addis Ababa Civil Service Commission);
a) first cycle school principals should be certificate graduate and have not less than 5 years

work experience,
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b) second cycle primary school principals should be diploma graduate and have not less than
5 years work experience,

¢) secondary school principals should be BSc/BA graduate and have not less than 5 years
work experience,

d) all team leaders in the Bureau are at PS(professional science 8) which requires a minimum
of BSc/BA degree and a work experience of 9 years.

e) all service heads in the Bureau are at PS(professional science 8) which requires a minimum
of BSc/BA degree and a work experience of 9 years.

f) all department heads in the Bureau are at PS(professional science 9) which requires a

minimum of BSc/BA degree and a work experience of 10 years.
All the managers have sufficient capacity and fulfill the minimum standard required for the

position. Therefore in terms of the capacity required for these managerial positions there is no

problem.
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3.3 Understanding of the PBM

Table No 5
The Amount and Depth of Training Provided for Managers and Employees

Responses |
Strongly Disagree No opinion Agree Strongly |
S disagree agree |
; Survey Question No % No % No % No % No % |
N |
1| Sufficient training is provided
for each level of managers which
enable them to understand the
benefit and how to draft and |
introduce  the  performance ?
management system in their |
work unit or organization.
a) Employees - - - - - - - - - -
b) Managers 5| 1220 | 23 56 1 2.44 g | 19.51 41 9796 |
Total 5] 1220 23 56 1 2.44 8| 19.51 4] 9.76 |
2| Sufficient training is provided
for employees to understand the
benefit and objectives of the
performance management.
a) Employees 17| 14.17 | 67 | 5583 | 10 833 | 15| 1250 | 11 9.17 |
b) Managers - - - - - - - - - -
Total 17 | 14.17 | 67 | 55.83 | 10 833 | 15| 1250 ] 11 9. IL
3| Most of the trainings are vague ‘
and can not help managers well g
to do with the principles and '
objectives  of  performance 1
management. |
a) Employees - - - - - - - - - - jl
b) Managers 1 244 | 14| 34.15 50 1220 | 18| 43.90 3 742 |
Total 1 244 | 14| 3415 5 12.20 | 18| 43.90 3 7.32 |
4| Most of the trainings are focused |
on how to prepare performance |
measurement leaving aside other !
elements of performance ‘
management. i
a) Employees 3 25| 14| 11.67] 12 10| 77| 64.17 | 14| 11.67 \
b) Managers 2| 488 8| 1951 10| 2439 | 16| 39.02 5| 12.20 |
Total 5 3111 22| 1366 | 22| 13.66 | 93| 57.76 | 19| 11.80 1
5| Many managers (employees) i
still  understand performance ‘
management as a  better |
mechanism  of  controlling |
employees rather than its basic !
assumptions  of  (stretching '
individuals’ effort) achieving
results through employee
development. _
a) Employees 70 583 9] 750] 6 5| 73| 60.83 | 25| 20.83 |
b) Managers S| 488 | 11| 2683 | 5| 1220 16] 39.02| 7| 17.07 |
Total 9 559 | 20| 1242 | 11 6.83 | 89| 5528 | 32| 19.88 |
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As we have seen in Table no 5 on the issue of awareness creation and the depth of training
provided or both employees and managers the following information is obtained. With regard

As we have seen in Table no 5 on the issue of awareness creation and the depth of training
provided or both employees and managers the following information is obtained. With regard

to the sufficiency of training that is provided to managers to enable them well understand the
benefit and how to draft and introduce performance management system in their work unit of
organization, 4(9.76%) of the managers strongly agree 8(19.51%) agree and 1(2.44%) of the
managers didn’t have opinion. Where as 23(56.1%) of them disagree and 5(12.20%) of the
managers strongly disagree with the sufficiency of the training which is provided to the

managers.

With respect to the questions raised in SN.2 about awareness of employees 11(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%)
disagree and 17(14.17%) of the respondents strongly disagree with the sufficiency of the

training provided.

For the questions presented in the Table No 5 SN 3, Out of the total number of managers who
respond to the questionnaires 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 objectives of performance management. 5(12.20%) of them do not
have any opinion and 1(2.44%) strongly disagree and 14(34.15%) of the managers disagree

with the idea raised 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(57.76%) who consist of 77(64.17%) of employees and 16(39.02%) of managers agrec
to the idea which says the trainings focused on performance measurement leaving aside other

components of performance management. 22(13.66%) of the respondents who consist of
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12(10%) of the employees and 10(24.39%) of the managers did not have any opinion. While
5(3.11%) of the respondents who consist of 3(2.5%) of the employees and 2(4.88%) of the
managers strongly disagree and 22(13.66%) of the respondents who consist of 14(11.67%) of
the employees and 8(19.51%) of the managers disagree with the idea of the issue raised

above.

For the question presented in Table 5 SN 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 11(26.83%) of managers disagree
with the idea that both managers and employees understand performance management as a
mechanism of controlling employees rather than its basic 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 any
opinion on the subject. 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 managers agree with the idea raised in the

question.

From the data that we have seen on Table No 5 and the presentation that follows it is possible
to say that

e the majority of the managers, that is 28(68.20%) did not strongly agree/agree with the
sufficiency of the trainings. It implies that the performance plans set for employees,
teams and organizations are not well prepared.

o employees are not very well informed about the objectives and benefits of
performance management. This can be one of the hindrances for effective
implementation and a challenge for managers to improve the performance of
employees as well as the performance of organizations.

o Sufficient training is not provided for both employees and manager which help them
to have a clear understanding of the concept of performance management. How could
a manager be able 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 objective and benefits of the
performance management?

e Even those trainings which were provided to both managers and employees mainly
focused on how to prepare performance measurement. This means other components
of performance management arc not considered seriously.

e As many employees and managers felt that performance management is a better
mechanism and a better way to impose strict control on employees which is against of
its basic assumptions of (stretching individuals effort) achieving results through

employee development.

Table No 6
Commitment of the managers and employees to implement performance management
Responses ]
Strongly Disagree No Agree Strongly
disagree opinion agree
S. Survey Question No| % |[No| % |No| % | No % | No| %
N
1 The leadership at each level
exhibit unreserved effort and
commitment for the
introduction and
implementation of  the _
performance management. ?
a) Employees - - - - - - - - - ]
b) Managers 6| 1463 | 15| 36.59 41 9.76 13 | 31.70 3] 732 ]
Total 6| 1463 | 15 36.59 41 9.76 13 ] 31.70 3] 732
2 Every employee has given
strong support and
commitment for the |
introduction and |
implementation of  the |
performance management !
system. |
a) Employees 36 30| 72 60| 6 5 4| 333 2[ 167
b) Managers - - - - - - - - - - |
Total 36 30| 72 60| 6 5 4] 333| 2] 167]

The above Table No 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 No 6 SN 1, 3(7.32%) of the managers strongly agree and

13(31.70%) 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%) strongly
disagree with the issue raised there. When we come to S.N 2 of Table No 6 we see that out of
the total no 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 disagree and 36(30%) of the respondents
agree with the support and commitment of employees for the introduction and implementation

of the system in the organization.

According to the PMSIG hand book (V-1,2001) the leadership at each level should have
strong commitment for 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 No 6 S.N 1) shows us that most of the
management groups are not strongly committed for the implementation of the system in the
organization. One of the reasons for such kinds of problems could be luck of better
understanding of the PBM system.
Table No 7

Freedom of Managers to act

Responses

S Strongly Disagree No opinion Agree Strongly
N Survey Question disagree agree
N| % |No| % |No| % |No| % [No| %
o |

1
|

1 | The higher authorities initiated
and ordered the introduction and
implementation of the 1
performance management in the Y
organization of all the civil |
service.
a) Employees - - - - -
b) Managers 3 7.32 ] 10| 2439 6| 1463 | 14| 3415 g1 19.51 |
Total 3 7.32 | 10| 24.39 6| 1463 | 14| 34.15 9.51
2 | Performance  management  is
highly politicized and considered
as the duties of the politically
appointed bosses. The technical
parts put aside and those who
involve actively are considered as
the supporters of and members of

o0
t
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the ruling party.
a) Employees - - - - - - - - -
b) Managers 81951 | 5 | 1220 | 4 | 976 | 14 | 3415 | 10 | 24.34 |
Total 8 11951 | 5 11220 | 4 | 9.76 | 14 | 34.15 [ 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 arc as

recorded in Table 7 above:,

As we have seen on Table No t’}'}"bf S.N.1, out of the management respondents 8(19.51%)
strongly agree and 14(34.15%) agree on the introduction and implementation of the
performance based management system 1s initiated and ordered by the higher authorities.
6(14.63%) of the respondent don’t have any opinion and 10(24.39%) disagree and 3(7.32%)

strongly disagree 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 politically appointed
bosses. 4(9.76%) of the managers among who responded the questionnaire do not have
opinions and 5(12.20%) disagree and 8(19.51%) who respond the questionnaire strongly

disagree with the issue raised in the Table.

From the above information 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 No 8
The role of the Managers to introduce Performance Management system
Responses ‘
Strongly Disagree No opinion Agree Strongly agree |
disagree L
Survey Question No| % |[No| % [No| % |[No| % No % i
The management at any
time in each level was
taking  care  of  the
involvement of all the stake
holders.
a) Employees 21 175 51| 4295| 14| 1167 | 21| 17.50 13 10.83
b) Managers 1 244 | 18 | 43.90 8| 1951 | 12| 2927 2 4.88
Total 22| 1366 | 69| 4286 | 22| 13.66 | 33 | 2.0.50 15 9.32 |
There was a well-prepared !
strategic plan, which is 5
prepared with the |
involvement of all the
concerned parties. p
a) Employees 18 15| 58| 4833 | 16| 1333 | 18 15 10 8.33 |
b) Managers 1 244 | 23 | 56.10 6| 14.63 9| 21.95 2 4.90 |
Total 19| 11.80| 81| 5031 | 22| 13.66 | 27| 16.77 12 7.45
All managers make clear to
employees  under  their
supervision what is i
expected to achieve, how
could it be achieved and !
how could it be achieved i
and how can employees
improve the job when they :
should do a good job. |
a) Employees 10 833 | 51| 4250 | 14 | 11.67 | 25| 20.83 20 16.67 *
b) Managers 3 7.32 | 20| 48.78 3 732 | 14| 3415 1 2.44 |
Total 13 810 | 71| 44.10 | 17| 10.56 | 39 | 24.22 1 13.04 |
There is an accountable \
department or organ in 3‘
guiding, organizing,
communicating all
employees and managers
the benefit and the genuine |
commitment to the process ’
of performance management |
a) Employees 26 | 21.67 | 67| 5583 | 18 18 5 4.17 4 3.33
b) Managers 3 731 27| 6586 51 12.20 6| 14.63 0 0
Total 29 | 18.01 | 94| 5839 | 23| 1429 | 11 6.83 -} 2.48
Most of the mangers should
not only understand the -
performance management in '
the organization focused on '
the performance of |
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employees but it also
focused on the performance |
of organization, department,
process, programs, services ‘

to  internal  customers, |

projects and team.

a) Employees 17| 1417 | 64| 5333 | 16| 1333 | 10 8.33 13 10.83

b) Managers 3 732 | 23| 56.10 5] 1220 10| 24.39 0 0
| | Total 20| 1242 ] 87| 54.04 | 21| 13.04 | 20 | 12.42 13 8.07 |

In the above Table no 8 S.N 1 out of the total number of respondents 15 (9.32%) who
composed of 13(10.83%) 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 role and effort to make stakeholders 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 opinion. 69(42.88%) who composed of 51(42.95%)
of employees and 18(43.90%) of managers disagree and 22(13.66%) who composed of
21(17.50%) of employees and 1(2.44%) of managers strongly disagree with the issue that
raised in SN 1.

With respect to S.N. 2 of the same Table, out of the total number of respondents 12(7.45%)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%) of
managers agree with the availability (existence) of a well prepared strategic plan ie. a
strategic plan which is prepared following 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. 81(50.31%) 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 1(2.44%) of managers strongly disagree with the existence of a

well prepared strategic plan.

To the same Table S.N 3 we have seen 21(13.04%) of the respondents who composed of
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 clear what is expected to achieve.
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how could it be achieved 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(11.67%) of
employees and 3(7.32%) of managers do not have any opinion. 71(44.10%) of the
respondents who composed of 51(42.50%) of employees and 20(48.78%) of managers
disagree and 13(8.10%) of the respondents who composed of 10(8.33%) of employees and

3(7.32%) of managers strongly disagree with the point raised above.

With regard to S.N 4 out of the total number of respondent 4(2.48%) of the respondents who
composed of 4(3.33%) of employees and none of managers strongly agree and | 1(6.83%) of
the respondents who composed of 5(4.17%) of employees and 6(14.63%) of managers agree
with the existence of a established organ in the organization for guiding, organizing 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 opinion.
94(58.39%) of the respondents who composed of 67(55.83%) of employees and 27(65.86%)
of managers disagree and 29(18.01%) of the respondents who composed of 26(21.67%) of
employees and 3(7.31%) of managers strongly disagree with the existence of a established

organ for the purpose mentioned above.

In the same Table S.N.5 13(8.07%) of the respondents who composed of 13(10.83%) 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(24.39%) of the managers agree with the
understanding of managers about the performance based management with respect to its
focus, not only on the performance of employees but also the performance of organization,
department, process programs, services to internal customers, projects and teams. But
21(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 this aspect. 87(54.04%) of the respondents who
composed of 64(53.33%) of employees and 23(56.10%) of managers disagree 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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From the information that we have in the table, the descriptions that follows and from the
document analysis that found in the organization, it is possible to say the management groups
don’t play the role which it is expected to play. It seems just kicking the ball without thinking
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 achieved, and how can
employees improve on their job. Managers do not establish an organ which leads and provides
technical support for the implementation of the system.
Table No 9

The performance based management frame work

Responses #

Strongly Disagree No Agree Strongly }

disagree opinion agree |

8. Survey Question No | % 1 Nol % |No| % |No| % |No| % |

N |

1 There is a  well-understood ﬁ

performance management frame ‘
work in the organization by both

the employees and the managers. 5

a) Employees 34| 9833 | 70| 5833 | 10| 833 5 4.16 1 0.83 1i

b) Managers 12| 29.27 | 21| 51.22 3| 7.32 51 12.20 0 0 g

Total 46 | 2857 | 91| 5612 13| 807 ] 10| 6.21 | 0.62 |

Is the performance management frame work that developed for the organization well
understood? To this question the answers of the respondents have been tabulated in Table
9.The responses are: 1(0.62%) of the total respondents which composed of 1(0.83%) of the
employees and none of the managers strongly agree and 10(6.21%) 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. 91(56.52%) of the respondent who composed of 70(58.33%) of employees and
21(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 disagree with the

question raised in Table 9.

Thus, Table 9 indicates that the vast majority of the respondents either disagreed/strongly

disagreed to the view that there is a well-understand performance management framework by
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employees and managers. Therefore, it could be possible to say that there may not be
sufficient training that helps them to understand the PBM and give due attention to the

system.

Table No 10

The content and development of performance and development plan?

Responses |
Strongly Disagree No opinion Agree Strongly
disagree agree
S. Survey Question No | % | No % No % No Y% No %
N
1 The performance and
development plan is well
prepared for the organization,
teams and employees. 7
a) Employees 3] 108 ] 52| 4333 | 20| 16.67 | 25| 20.83 10| 833
b) Managers 3| 732 | 24| 58.54 6 | 14.63 51 12.20 3 7.32
Total 6] 994 | 76 | 4720 | 26| 16.15| 30| 18.63 13 8.15
2 Well thought out
organizational ~ goals  are
developed and associated ;
with organizational results in |
terms of units of performance
a) Employees 9| 750 | 52| 4333 21| 17.50 | 27 | 22.50 11 217 |
b) Managers 3| 732 30| 73.12 1 2.44 6 | 14.63 1 2.44 |
Total 51745 82| 5093 | 22| 13.66 | 33| 2050 | 12| 7.45
3 The  performance  plans ‘
prepared for each employee, |
team, and  organization
specify clearly the desired
results in terms of units of
performance.
a) Employees 11| 9.17 | 54 45| 16| 1333 | 24 20 15| 12.50
b) Managers 41976 | 27| 6525 2| 4.88 71 17.07 1 244
Total 151 932 | 81| 5031 | 18| 11.18 | 31| 19.25 16| 994
It is checked in the |
performance plan, whether
4 the content of individuals® or
tcams’ results contribute to
the organizational results
a) Employees 10| 833 | 51 425 | 24 20 | 28| 23.33 7 5.83 |
b) Managers 41976 29| 70.73 5] 12.20 2| 4388 | 2.44 |
Total 14 870 | 80| 49.69 | 29| 18.01 | 30 | 18.63 8| 497
5 In the development of the !
performance plan it is well "
considered that the priority \
areas of the desired results of '
L the organization, teams and 4
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individuals.

a) Employees 10| 833 56| 4667 | 22| 1833 | 23| 19.17 9 7.50

b) Managers 2| 488 | 24| 58.59 4 976 | 10| 24.39 1 2.44

Total 12| 745 80| 49.69 | 26 | 15.15| 33 | 20.50 10 6.31
6 In the performance plan, the

1* level measures are clearly
identified in order to help us
to evaluating how

organization  teams  and
individuals desired results
were achieved

a) Employees 8| 6.67] 56| 46.61 | 26| 21.67 | 19| 1583 11 9.17
b) Managers 31732 22| 53.66 51 12.19 9| 21.25 2 4.88
Total 11 683 78 | 4844 | 31| 12.25| 28| 17.39 13 8.07

7 In the performance plan there
are clear standards in order to \
help evaluating how well the
organization,  teams  and
individuals desired results
were achieved.

a) Employees 10| 833 | 64| 5332 | 15| 1250 | 24 20 ) 5.83

b) Managers 1] 244 | 29| 70.73 51 12.20 6| 14.63 0 0 |

Total 11683 93| 57.76 | 20 | 12.42 | 30| 18.63 71 435
8 A performance and

development plan is well
documented by both i
managers and employees. |

a) Employees 8| 677 | 54 25| 16| 1333 | 26| 21.67| 16| 13.35|
b) Managers 30732 | 27| 6585 | 4| 976 4| 9.76 3| 732
Total 11 683 81| 5031 | 20| 1242 30| 1863 | 19| 1180

As to the content and development of performance and development plan the opinion of

employees and managers is presented as shown in Table No 10 above.

As shown in Table No 10 S.N 1 13(8.15%) who composed of 10(8.33%) employees and
3(7.32%) managers strongly agree and 30(18.63%) who composed of 25(20.83%) employees
and 5(12.20%) of managers agree to the idea that the performance and development plan is
well prepared for the organization, 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 do
not have any opinion about the issue raised. 76(47.20%) of the respondents who composed ol
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 disagree

with the issue raised in the Table. .
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The question presented in number 2 in Table 10 needs to know whether well thought out
organizational goals are developed and associated with the expected organizational results in
terms of units of performance. 12(7.45%) of the respondent which composed of 11(9.17%) of
employees and 1(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
raised there. 22(13.66%) of the respondents who composed of 22(17.50%) of employees and
1(2.44%) of managers have no any opinion 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 1(2.44%) managers strongly agree and
31(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 (organization,
team and individual) specify clearly the desired results in terms of units of performance.
18(11.18%) of the respondent who composed of 16(13.33%) of employees and 2(4.88%) of
the managers have no opinion. 81(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 11(9.17%) 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
organizational results’. 29(18.01%) 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 disagree
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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 No 10 S.N 4.

For the statement on S.N 5 in the same Table, 10(6.31%) 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 * In the development of the performance plan it is well
considered that the priority areas of the desired results of the organization, teams and
individuals”. 26(15.15%) of the respondents who consist of 22(18.33%) 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 disagree and 12(7.45%) of the
respondents who composed of 10(8.33%) of employees and 2(4.88%) of managers strongly

disagree with the statement of S.N 5 on Tablel0.

In the same Table on S.N 6 13(8.07%) of the respondent who consists of 11(9.17%) of
employees and 2(4.88%) of managers strongly agree and 28(17.39%) who composed of
19(15.83%) of employees and 9(21.25%) of managers agree with the statement in the table on
S.N 6 which says “in the performance plan the 1% level measures are clearly identified in
order to help us to evaluating how organization , teams and individuals desired results were
achieved. On the other hand 31(19.25%) of the respondents who consist of 26(21.67%) of the
employees and 5(21.19%) 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 11(6.83%) of the respondents who consist of 8(6.67%) of the employees and
3(7.32%) of the managers strongly disagree with the statement forwarded by Sn.6.

SN 7 of the same Table also present a statement which says “in the performance plan there
are  clear standards in order to help evaluating how well 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 consist of 15(12.50%
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of the employees and 5(12.20%) of the managers have no opinion on the statement. On the
other hand 93(57.76%) of the respondents who consists of 64(53.33%) of the employees and
29(70.73%) of the managers disagree and 11(6.83%) of the respondents which composed of
10(8.33%) of the employees and 1(2.44%) of the managers strongly disagree with the

statement.

S.N 8 of Table 10 presents a statement who says a performance and development plan is well
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 managers
strongly agree and 30(18.63%) of the respondents who consists of 26(21.67% 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 81(50.31%) of the respondent who
composed of 54(45%) of the employees and 27(65.85%) of the managers disagree 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 possible to say that the contribution of individuals and

groups is not well integrated with the broad organizational goals.

3.5 The implementations of PBM system

Table No 11
How is PBM Introduced?
Responses :l
Strongly Disagree No opinion Agree Strongly
S. disagree agree
N Survey Question No % No % No % No % No | %
1 The introduction of '
performance management in
your organization is well
throughout with great
attention and followed up by
managers at cach level
a) Employees 20 | 16.67 55| 4583 15| 1250 | 20} 16.67 | 10| 8.33
b) Managers 1 2.44 30 | 73.17 1 2.44 8| 19.51 1| 2.44 |
Total 21| 13.04 85| 52.80 | 16 994 | 28| 1739 11| 6.83 |
2 In your organization, |
|| performance management is |
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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 1] 033

b) Managers 1 2.44 32 | 78.05 2 4.88 51 12.90 1] 2.44 |

Total 25 | 15453 | 017 | 72017 9 5:59 8| 497 2| 1.24 |
3 Your organization conduct a

pilot test for a specific/certain
aspect of a work unit to test a
designed  framework  of
performance management.

a) Employees 25 | 20.83 | 85 7083 | 7 5.83 2 1.67 1 | 0.83
b) Managers 2 488 |31 75.61 5 | 12.20 4.88 1 | 244
Total 27 | 16.77 | 116 | 72.05 | 12 | 745 4 2.48 2 | 1.24
4 Briefing paper were prepared
and distributed to describe the
objectives and benefits of
performance management for
both managers and employces

o

a) Employees 13 ] 10.83 56 | 46.67 | 25| 20.83 | 20 | 16.67 6 5 |
b) Managers 0 0 30 | 73.17 1 2.44 8 | 1951 2 | 488
Total 13 8.07 86| 5342 | 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 firmly the system in to

bring improvement in performance in the long run?

In Table 11 SN1, 11(6.8%) of the respondents who consist of 10(8.33%) of the employees
and 1(2.44%) of the managers strongly agree and 28(17.39%) of the respondents who consist
of 20(16.67%) of the employees and 8(19.51%) of the 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 level.” 16(9.94%)
of the respondents who composed of 15(12.50%) of the employees and 1(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 21(13.04) of the respondent
which composed of 20(16.67%) of the employees and 1(2.44%) of the managers strongly

disagree with the idea of the statement shown above.

In the same Table SN 2, 2(1.24%) of the respondents who composed of 1(0.83%) of the
employee and 1(2.44%) of the managers strongly agree and 8(4.97%) of the respondent who

consist of 3(2.50%) of the employees and 5(12.20%) of the managers agree (o 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
opinion. 117(72.67%) of the respondents who consist of 85(70.83%) of the employees and
32(78.05%) of the managers disagree and 25(15.53%) of the respondents who consist of 24
(20%) of the employees and 1(2.44%) of the managers strongly disagree with the ideas that
presented in table 11 SN2.

In the same Table SN 3, 2(1.24%) of the respondents who consist of 1(0.83%) of the
employees and 1(2.44%) of the managers strongly agree and 4(2.48%) of the respondents who
consists of 2(1.67%) of the employees and 2(4.88%) of the managers agree to the idea that the
organization conduct the pilot test before fully 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. 116(72.05) of the respondents
who consist of 85(70.83) of the employee and 31(75.61%) of the managers disagree and
27(16.77%) of the respondent which consists of 25(20.83%) of the employees and 2(4.88%)

of the managers strongly disagree 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(19.51%) of the managers
agree with the distribution of the briefing papers which may help to create awareness and
facilitate the implementation process in the long run. Whereas 26(16.15%) of the respondents
who consists of 25(20.83%) of the employees and 1(2.44%) of the managers do not have any
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(10.83%) of the employees and none of the management groups strongly disagree with the

issue that raised above.

According to the information we obtain from Table No 11 and the presentation that followed

the majority of the respondents did not agree the introduction 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 given to the

implementation process. But to establish the system firmly and to bring change in

performance great attention and follow up by managers is essential.

Table No 12
How performance and Development Plan is Prepared?

S Responses

]

: Strongly Disagree No opinion Agree
N disagree

Strongly
agree

Survey Question No % No % No % No Yo

No

1)
0

1 | Managers at each level
make clear what is expected
from the organization teams
and employees understand
and agree to and approve the
expectations.

a) Employees 15 12.5 38 | 31.67 | 24 20| 29| 24.17

14

11.67 |

b) Managers i} 9.76 23 | 56.10 6| 14.63 4 9.76

9.70

Total 19 | 11.80 61| 37.88 | 30| 18.65| 33| 20.50

18

11.18 |

2 | Organizations, teams and
individual performance and
development plans are well
prepared with the
participation and agreement
of all the concerned parties,
the plan is directly tied with
the broad  organization
mission and strategic
performance objectives.

a) Employees 18 15 62 51.67 14 11.67 19 15.83

-

b) Managers 2 4.88 23 56.10 6 14.63 5 12.20

Total 20 12.42 85 52.80 20 12.42 24 14.91

s fn

3 Performance plans are adjusted
based on the prevailing conditions
i.e. change in the organization
environment

a) Employees 15 12.50 83 69.17 15 12.50 5 4.17

(35}

b) Managers | 2.44 30 73.17 4 9.76 5 12.20

Total 16 9.94 113 70.19 19 11.80 10 6321

Y

Here under the researcher try to survey how effective the process of implementation is? One

of the major component/element of performance management is performance and

development plan. How the performance and development plan is prepared and effected for

organization, teams and individuals?
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The responses from Table No 12 help us to know how the components of performance
management are implemented. In the Table S.N 1 managers and employees asked whether
they agree or not with the expectations from the organization, teams and employees make
clear to them. For this question 18(11.18%) 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 1. 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(37.88%) 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 1.

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(14.91%) 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 directly
tied with the broad organization mission and strategic performance objectives”, 20(12.42%)
of the respondents who consists of 14(11.67%) of the employees and 6(14.63%) ot the
managers have no any opinion 85(52.80%) of the respondents who consists of 62(51.67%) 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 disagree to
the idea stated in SN.2 of the Table.

On S.N. 3 of the same Table 3(1.86%) 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
adjustment of the performance plan with the change in the organization environment
19(11.80%) of the respondents who consists of 15(12.50%) of the employees and 4(9.76%) of

the managers have not given their opinion. 113(70.19%) of those who respond for the
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questionnaire composed of 83(69.17%) of the employees and 30(73.17%) of the managers
disagree and 16(9.94%) of the respondents who composed of 15(12.50%) of the employees
and 1(2.44%) of the managers strongly disagree 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 adjusted due
to a change in the organization environments which hinder the organization to respond for the

needs of the stakeholders.

Table No 13

Interim Coaching and Progress Review

Responses ]

Strongly Disagree No opinion Agree Strongly |

disagree agrec

. Survey Question No | % No % No % No % No | % |

N !

1 The introduced performance !

management system creates an !
opportunity for both managers and
employees to learn from  their

success, challenges and problems 3

that they face in their day to day

work. ]

a) Employees 12 10 63| 52.50| 19| 1583 | 17| 1417 9| 7.50

b) Managers 1] 211 17 | 4146 | 12| 29.27 71 17.07 4| 976 |

Total 13 | 8.07 80| 49.69 | 31| 19.25| 24| 1491 | 13| 8.07 |

Managers address the performance |

gap, i.e. if performance does not |
meet desired performance standards,

managers  take  actions  which .

includes, for example, coaching, :

mentoring, formal training etc. '

a) employees 11 [ 9.17 80 | 66.67 | 11 9.17 | 11 9.17 71583 ]

b) managers 2| 4.88 22| 5366 | 10| 7439 4| 976 3| 732 i

Total 131 8.07 | 102 | 63.35] 21| 13.04] IS5 932 | 10| 6.21 |

Table No 13 seeks information about the interim coaching and the progress review in the
implementation process of performance management in Addis Ababa Education Burcau.

SN.1 in Table 13 seeks to know whether employees and managers agree or not to the
implementation process which creates an opportunity 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 agree and
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24(14.91%) of the respondents who consist of 17(14.17%) of the employees and 7(17..07%)
of the managers agree. 31(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(41.46%) of the managers disagree and
13(8.04%) of the respondents who consist of 12(10%) of the employees and 1(2.44%) of the

managers strongly disagree to the statement put in SN1.

On SN 2 of the Table 10(6.211%) of the respondents who composed of 7(5.83%) of
employees and 3(7.3%) of the managers strongly agree and 15(9.32%) of who 11(9.17%) of
employees and 4(9.76%) of the managers agree to the idea that managers address the
performance gap. 21(13.04%) of the respondents who composed of 11(9.17%) 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
disagree and 13(8.07%) of the respondents who comprises of 11(9.17%) of employees and

2(4.88%) of managers strongly disagree to the issue raised in the table.

Form the opinion 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 (o learn from their successes, challenges and
problems. Managers also did not properly address the performance gap, i.e. when
performance did not meet established 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
Strongly Disagree No opinion Agree Strongly
disagree agree |
Survey Question No| % | No| % [No| % |[No| % |No| %

—lZ W

Managers well understand and
implement  the  performance
appraisal with in the frame work
of performance management as a
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Table No 14 seeks to know whether the performance appraisal and development review
conducted in a manner that improves performance. SN 1 of the table seeks to know whether
managers and employees agree to the implementation of performance appraisal in the
framework of performance management which should have conducted as a summary of a
continuous dialogue between managers and employees performance. For this 5(3.12%) of the
respondents 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%) of
managers disagree. 14(8.70%) of the respondents who consist of 8(6.67%) of employees and
6(14.63%) of managers have no opinion. 120(74.35%) of the respondents who consist of
90(75%) of the employees and 30(73.17%) of the managers say disagree and 14(8.70%) of
the respondents out of which 11(9.17%) of the employees and 3(7.32%) of the managers say

strongly disagree.
In SN 2 the managers and employees were asked whether they agreed or not to the

performance review conducted that bring future performance improvement. On this 1(0.62%)

of the respondents who consist of 1(0.83%) of the employees and none of the managers say
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summary of a continuous ' ]
dialogue between managers and :
employees about employees
performance. |
a) Employees 11| 917 | 90 75| 8| 667 6 5| 5] 4.17]
b) Managers 31 732 30| 7317| 6] 1463| 2|48 0| 0 |
Total 14| 870 | 120 7453 | 14| 870 8497 5312
2 Managers well understand and !
implement the performance ;
review meeting as a mechanism '
by which they can improve 1
performance and as }
developmental for employees.
i B I
a) Employees 10| 833 | 100 8333 | 6 5[ 3| 250 1| 083 |
b) Managers 2| 488 30 | 73.17 8 | 19.51 1| 2.44 0 0!
Total 12| 745 130 075]| 14| 870 4248 | o.ezﬂ‘
3 Managers at all levels conduct ‘
continuous  observations  and f
measurements for the reason |
behind to improve performance. ]
a) Employees 16 | 13.33 91 | 75.83 3 2.50 51 417 5 417
b) Managers 3 7.32 30| 73.17 6| 1443 1] 244 1| 2.44 ]
Total 19| 11.80 | 121 ] 75.16 9 5.59 b 373 6| 3.73 |



strongly agree and 4(2.48%) of the respondents who consist 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 are
employees and 8(19.51%) 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 disagree.

SN 3 of the Table seeks to know whether managers and employees well 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 observation and
measurement is to improve performance For this  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 1(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. 121(75.16%) of the respondents who composed of
91(75.83%) of the employees and 30(73.17%) of the managers say disagree and 19(11.80%)
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. It is not considered as a
component of the process of performance management. Due to this performance review is not
conducted in a way which can improve future performance and developmental for employees.
Performance 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 selected as

samples.
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3.6 Results of the implementations of the PBM system in AAEB

Table No 15
Results of the Implementation of the Performance based Management?
Respondent
Yes No Opinion No to some
S. Survey Question extent
N No % No % No % No Yo
I Do you believe that the
performance management system
that was lately introduced in you
organization has improved the
performance of employees?
a) Employees 11 9.17 6 51 71| 59.57 32 | 26.67
b) Managers 8| 19.51 9| 2195 | 20| 48.78 4 9.76
Total 19 ] 11.80 15| 932] 91| 5652 36 | 2230

The responses given in Table 15 reveal that fort 19(11.80%) of the respondents who
constitute 11( 9.17%) of the employee and 8(19.5%) of the managers say the performance
management system has improved the performance of employees and 15(9.32%) of the
respondents who constitute 6(5%) of the employees and 9(21.95%) of the managers do nol
know. 91(56.52%) of the respondents who constitute 71(59.57%) of the employees and
20(48.78%) of the managers say that it has not improved performance. The rest of the
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 that the
majority of the respondents believed in the performance management system which lately
introduced in Addis Ababa Education Bureau has not improved the performance of

employees.

Reasons forwarded by the respondent why the performance based management that is lately
introduced has not improved the performance of employees includes the following.
I. The previous appraisal system influences both the managers and employees the
way they behave and implement the performance management system.
2. There is no organ or specialist in the area of performance management who
assists guides and supports the implementation process.
3. Both employees and managers lack the necessary commitment needed to

introduce and establish 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 system.

6. There were no consistency and continuity in the implementation of the system.

7. The performance management frame work is not appropriately designed in a
way that reflects our organizational culture. It is simply 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 opportunity for sufficient employees' participation
in the preparation and implementation of the performance and development
plan.

9. The leadership does not take a follow up action. Performance and development
plan is not prepared on time. There is no appropriate implementation; rather it
is taken as a formality. The leadership does not focus on the major
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 nol
improved performance. This is due to a lack of well understanding of the designed system.
lack of strong follow up by managers, insufficient 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 modification to fit for the
organization culture of the bureau. The system that was designed to implement is not also

implemented as it is designed because of the reasons mentioned above.

e For a proper implementation of performance management in order to achieve its
ultimate objective, i.e. to improve service delivery respondents suggest the following
to be carried out by the organization:

1) Managers should create opportunity for a wide participation of employees in

every activities of performance management.
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2)

4]

5)

6)

7)

8)

Continuous and wider training programs should be prepared and imparted in
order to enable managers understand the principles, objectives and benefits of
performance management.

Mangers should be a change agent and therefore they should lead a change by
providing both positive and negative rewards.

The Addis Ababa Education Bureau and the parts under it should create an organ
which would be responsible for providing technical support and to direct and
guide the proper implementation of performance management system.

The attitudes, commitment, time concept and other cultures of both employees
and managers should be changed.

It is not possible to measure most of the results obtained by the public
organizations. Therefore, it \is better to find another way of measuring
performance.

The performance management frame work which is introduced now needs to be
totally replaced by the new frame work. If it is not possible to replace by the new
frame work it is better to adapt, at least, with a system which is simple.
understandable and developmental.

The relation between employees and managers should be as a colleague 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 identify the major problems, challenges and
limitation in implementing the performance based management in Addis Ababa Education.
and to know the reason behind the problems and to recommend the possible solutions 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 tools used in this research was questionnaires and
document analysis. Questionnaires were prepared for both managers and employees in the
head office and in sample schools. The collected 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'
performance plan and the formats which are used for performance review. Therefore the
following findings are based on the above data sources. The findings areas listed below:

i. There was no strong awareness creation program and preparation for the
implementation of the performance based management. As the findings show
sufficient training was not provided to managers to enable 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 well understand the benefit and
objectives of the performance based management. The few trainings which
were provided were not evidencing the comprehensive nature of the
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 its
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1il.

1v.

V1.

basic assumptions of (stretching individuals effort) achieving results through
employee development.

The leadership should be committed and should exhibit unreserved effort for
the introduction and implementation of the system. And the workers also
should support and understand the system very well. But the findings show
both managers and employees are not committed to the introduction and
implementation of the performance management system in the organization.
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 Education
system (including all public organizations in the city) the performance
management imposed by the authorities above. That is why it is politicized too.
The findings show that there is no sufficient involvement of the stakeholders.
Managers did not allow a sufficient involvement of employees and other stake
holders in the preparation and development of performance plan.

The organization does not have a well thought out strategic plan. Performance
management should start form the strategic plan of the organization. The
strategic plan should be cascaded down until it reach individuals performance

and development plan.

vii. Managers should not establish an accountable department (organ) which guide,

organize and communicate all employees and managers.

viii. One of the components of performance based management is the performance

and development plan. In the Addis Ababa Education System there is no a well
thought out development plan. A performance plan without a development
plan could not help to achieve the objectives of performance management. The
performance plan without development plan or the imbalance between them
leads the previous way of performance appraisals. This also leads a manager to
be a judge, task master, assessor, critic and form filler rather than to be

developer and managers of performance.
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1%

x1.

Xil.

The strategic plan and a well thought out organizational goals are not
developed. The strategic plan is the source for a well thought out
organizational goal and therefore the organizations is unable to sufficiently
associate individuals and group contribution to organizational goals.

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 design
framework of the system.

There is not a well developed appropriate interim coaching and progress
review. Mangers did not provide appropriate and on going feedback to
individuals and teams on performance and development achievement. Due to
this, the system could not create opportunity for both managers and employees
to learn from their successes challenges, and problems which they face in their
day to day work.

The performance management system that introduced is difficult, complex and

challenging for managers.

xiii. The implementation of performance management system did not design in a

way which helps manager to address the performance gap.

xiv. Mangers did not conduct the performance appraisal within the frame work of

XV.

XVl

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.

Performance review meetings are not used by managers as a mechanism by

which they can improve performance of and develop the employees.

. The performance management that was lately introduced has not improved

the performance of employees. Due to this the performance of organization
and its service delivery 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 have a deficiency. The deficiency can be corrected and improved with

continuous researches and studies. The present research recommends the followings for

proper implementation of the system.

4.3 Recommendations

To improve the implementation process and to maximize the benefit from performance

management, the Addis Ababa Education Bureau should take remedial actions for the

problems that encounter the system.

1s

To enable managers and employees well understand the performance
management a continuous and intensive training by able and professionals
should be given. The principles and objectives should be made very clear to
both managers and employees.

Managers should know what they should do with respect to performance
management. They should implement performance management as a means to
achieve organization objectives through improving individuals' performance.
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 also
must work hard to convince workers under their supervisions to be supporters
of the system.

Greater emphasis should not be given to the specification of tasks and
measurement because the major objective of performance management is not
to measure achievement rather to improve it.

A strategic plan of the organization should be prepared with participation of all
the concerned parties. It should be cascaded down until it reaches to the
individuals. This should be the basis for the development of performance and
development plans which would enable to integrate groups and individuals’
effort with organization goals.

The performance management should make a balance between performance

plan and development plan.
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The performance management should be introduced in a way that helps to
establish 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.

To make the system fruitful, managers should provide appropriate ongoing
feed back with respect to employees’ and teams’ performance and
development achievements.

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.

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 1.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 Civil

Service, taking Addis Ababa Education Bureau as a case.

You are not supposed to write your name. All information is being sought for the

intended use and shall be kept strictly confidential. Thank you for your cooperation.

| Personal Profile of the respondent

Please tick mark on your appropriate responses.

1.1 Sex: male Female
1.2 Age: 20-30  31-40_ 41-50__ 51-60
1.3 Work experience in years: 1-5  6-10 11-15 16 and above
1.4 Educations: PhD ~ MLA/M.SC~~~ B.A/B.SC_
Diploma_ Certificate
1.5 Job position: Department head ~~ Servicehead ~ Team leader
School Director ~ School Deputy Director
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IT Survey Questions

1. Awareness and understanding of the performance Management System

The following section seeks to identify the level of managers’ commitment to
introduce and maintain the system, the amount of training provided and the

freedom to act on their ways to achievement.

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.

S.N

Survey Questions 112(3|4]5

Training

Sufficient 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 trainings are vague and can’t help managers well
to do with the principles and objectives of performance

management.

Most of the trainings are focused on how to prepare
performance measurement leaving aside other elements of

performance management.

Many managers understand performance management as a
better mechanism of controlling employees rather than its
basic assumptions of (stretching 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 authorities initiated and ordered the introduction
and implementation of the performance management in the

organization of all the civil service.

Performance management is highly politicised and considered
as the duties of the politically appointed bosses. The technical
parts put aside and those who involve actively are considered
as the supporters and 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 followed in developing the performance management framework.

S.N Survey Questions 1(2(3]4

Managers’ roles

8 The Management at any time in each level was taking care of

in the involvement of all the stakeholders.

9 There was a well-prepared strategic plan, which is prepared

with the involvement of all the concerned parties.

10 | All managers at all 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.

11 | 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 only 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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Survey Questions

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 goals are developed 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 organizations, teams and individuals.

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 well
considered that the priority areas of the desired results of the

organization, teams and individuals.

19

In the performance plan, the first level measures are clearly
identified 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 results were achieved.

21

A performance and development plan is well documented by

both the managers and employees.
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Survey Questions ' 11234

€5

Introducing Performance management

22 | The introduction of performance management in your
organization 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 /certain
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 11234
N

Issues related to performance and development plan

26 | Managers at each level make clear what is expected from the
organization, 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
stakeholders, which 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 112

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 desired 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 . . . . .
review meeting as a mechanism by which they can improve

performance and as developmental for employees.

33 | Managers at all levels conduct continuous observations and

measurements for the reason behind to improve performance.

34. Do you believe that the performance management system that was lately

introduced in your organization has improved the performance of employees?
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35.If your answer is no what are the reasons behind it?

36. What is to be done to properly implement performance management with its
ultimate objectives to improve service delivery?

37. If you have any additional information, please state it.

Thank You 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 introduction and
implementations of the performance based management in Addis Ababa Civil

Service, taking Addis Ababa Education Bureau as a case.

You are not supposed to write your name. All information 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.

1.1 Sex: male Female

1.2 Age: 20-30 31-40_ 41-50__ 51-60__

1.3 Work experience in years: 1-5  6-10__ 16 and above_

1.4 Educations: PhD ~ MLA/M.SC_~ B.A/B.SC___
Diploma_ Certificate

1.5 Job position: expert_ high school teacher

primary school teacher
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IT Survey Questions

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 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.

S.N Survey Questions 11231415

Training

1 Sufficient training is provided for employees to understand
the benefit and objectives of the performance management

system.

2 Most of the trainings are focused on how to prepare
performance measurement leaving aside other elements of

performance management.

3 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 results through employee

development.

Commitment

4 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.Introducing and developing a performance management framework

The following section seeks to identify the roles played by managers, the procedures

and principles that followed in developing the performance management framework.

S.N Survey Questions 1123]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 achieve,

how could it be achieved and how could you improve on the

job when you should do a good job.

8 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.

9 Most of the managers understand the performance
management in the organization should not only 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

10 | There is a well-understood performance management
framework in the organization by both the employees and the

managers.
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Survey Questions

Development and contents of performance and
development plan

11

The performance and development plan is well prepared for the

employees.

12

Well thought out organizational goals are developed and
associated with organizational results in terms of units of

performance.

13

The performance plans prepared for employees specify clearly

the desired results for the individuals.

14

It is checked in the performance plan, whether the content of

individuals’ results contribute to the organizational results.

15

In the development of the performance plan it is well
considered that the priority areas of the desired results of the

individuals.

16

In the performance plan, the first level measures are clearly
identified in order to help us to evaluating and how
organization, teams and individuals desired results were

achieved.

17

In the performance plan there are clear standards in order to
help evaluating how well the individuals desired results were

achieved.

18

A performance and development plan is well documented by

both the managers and employees.
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Survey Questions 11234

zwn

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 only.

21 | Your organization conducts a pilot test for a specific /certain
aspect of a work unit to test the designed framework of

performance management.

22 | 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 11234
N

h

Issues related to performance 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 well prepared with the
participation and agreement of all employees, which are
directly, tied with the broad organization mission 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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Survey Questions 12|

Zzw»

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, challenges 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 training etc.

Issues related to performance appraisal and development
review

28 | Your manager well understand and implemented the
performance appraisal within 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 mechanism 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.

31. Do you believe that the performance management system that was lately

introduced in your work unit has improved the performance of employees?
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32. If your answer is no what are the reasons behind it?

33. What is to be done to properly implement performance management with its
ultimate objectives to improve service delivery?

34. If you have any additional information, please state it.

Thank You Very Much
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Appendix 3. Amharic version of questionnaire for employees
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