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CHAPTER 1 


 


OVERVIEW OF THE STUDY 


 
1.1. INTRODUCTION 


 


The main focus of this study is to investigate the implementation of the integrated 


quality management system in Zebediela area of the Limpopo Department of 


Education. The chapter will cover a detailed exposition of the background information 


of the study. The main focus will be to pin down the research topic so that it reflects 


the scope to be covered by this research. The objectives as well as the significance 


that this study hopes to prove are explained. Key concepts that relate to the study are 


defined. 


 


1.2. BACKGROUND 


 


The implementation of educators’ performance management system in South African 


schools calls for close scrutiny. Investigating and understanding problems inherent in 


the implementation of educators’ performance management would go a long way in 


ensuring that strategies are put in place to invest in human capital and improve 


performance. This will make employees happier and keep up well with Nelson and 


Economy (2005:27) that happy employees are more productive, provide better service 


and are not likely to leave an organisation. 


 


This study is thus concerned with investigating those factors, which can lead to 


improved implementation of performance management in Zebediela schools. 


During the Twelfth International Conference on learning held by the Faculty of 


Education at the University of Granada Dr Malekutu Bopape delivered a paper on 


“Quality and Performance Management in the South African Education System: 


Challenges and Pitfalls” (Bopape 2005).  


 


This paper discussed the attempts by the South African Education Department to 


introduce a performance management system as a tool to measure the achievements of 


national goals by education institutions. It further indicated that the need for 
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transformation from apartheid to a democratic South Africa was a necessity and a 


priority of the South African government. The paper further indicated that the 


Department of Education has since 1994 been struggling with the problem of 


transforming educational institutions to address the inequalities caused by the 


apartheid government. To achieve that the Department had introduced various 


legislations to speed up the transformation process and at the same time improve the 


ability of the Department to monitor its achievement. 


 


In line with the requirements of the abovementioned legislation, the Minister of 


Education published the National Policy on Whole School Evaluation in 2000. This 


policy framework caused a severe unhappiness from educators’ unions who felt that 


the Minister was unilaterally implementing a system that was different from the one 


agreed upon as part of the collective agreement between the Department as an 


employer and the educators unions, namely, the Developmental Appraisal System 


(DAS), Collective Agreement No. 8 of 2003 (2003: 1).   


 


The paper furthermore indicates that on further consultation, the matter was taken to 


the Education Labour Relations Council, a statutory body established in terms of the 


Labour Relations Act of 1995. This culminated in the Department as the employer 


and the unions agreeing on a new system called the Integrated Quality Management 


System (IQMS) in 2003, the system that incorporated three systems, namely, 


Developmental Appraisal, Performance Management and Whole School Evaluation. 


 


The Integrated Quality Management System is thus a quality measurement system 


that is introduced to bring together the three previous performance management tools 


of the former resistance education system into the new progressive, democratic order 


consisting of the Developmental Appraisal System of 1998, the Performance 


Management System and the Whole School Evaluation of 2003. It is a system solely 


introduced to evaluate the educators’ performance in schools.     


 


The educators’ performance has not been measured since the new dispensation in 


1994 and performance standards have reached low levels in the education sector, and 


this thus needs to be researched. The lack of performance measurement makes it 
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difficult for the employer to design a fair reward system since deserving hard-working 


educators cannot be distinguished form those who are slack. 


 


The previous general salary increment for every educator has been done away with 


but no other incentive has been put in its place.  


 


1.3. STATEMENT OF THE PROBLEM 


 


The study behind the Integrated Quality Management System, which will for the 


purpose of this study be termed IQMS, is stimulated by the fact that its 


implementation is moving at a snail’s pace. This makes the Zebediela district 


backward when compared to others in the Province and the National Department of 


Education. 


 


The researcher has observed that the performance of educators in other provinces has 


been evaluated and their salaries increased by a level higher. This makes the salaries 


of educators in the Limpopo Province including Zebediela district at a level lower 


than their counterparts in other provinces such as Mpumalanga and Gauteng 


according to the researcher’ observations. 


 


The evaluation and assessment of learners' work or portfolios have been nationalised 


which makes it difficult for educators in the Zebediela district as they cannot easily 


cope with the new National Education developments. They are rendered less 


competitive than their counterparts due to the slow implementation of the 


performance management system in the district.  


They are thus disgruntled, less productive, disillusioned, de-motivated, and in most 


cases defiant. They have lost interest and trust in the Provincial Department of 


Education and are always searching for greener pastures outside the Department of 


Education, thus increasing the labour turnover rate.     


 


1.4. RESEARCH QUESTIONS 


 


With the background and problem in mind the following questions can be raised: 
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• Why is the implementation of the Integrated Quality Management system so 


slow?  


• Which factors in the implementation impact negatively on the profession, 


motivation/productivity, efficiency, and service delivery of educators? 


 


A negative answer to the above research questions may either be because of: 


• Procedures and processes of its implementation not being clearly and 


accurately cascaded or rolled out to the implementers (educators), 


• Resistance to change by the implementers themselves, who are change agents, 


• Insufficient information, 


• A lack of commitment and motivation, 


• A lack of coordination in departmental activities, 


• A lack of resources or insufficient training, and 


• Appraisal done for wrong reasons such as focusing on what employees are 


doing wrong. 


 


1.5. OBJECTIVE OF THE STUDY 


 


The main objective of the study was to identify the reasons (causes) or factors that 


have led to the delay in the implementation of the educators’ performance 


management system. 


 


The study will also endeavoured, as a secondary objective, to suggest 


recommendations for the Limpopo Department of Education to speed up the slow 


implementation of IQMS in the Zebediela schools to raise the morale of educators and 


effect back better conditions of service. 


 


The gaps and deficiencies, which leave a number of, questions unanswered, need to 


be closed for the smooth implementation of the system.  
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1.6. SIGNIFICANCE OF THE RESEARCH 


 


If the implementation of the educator’s performance management system can be sped 


up, all interested and affected parties (learners, parents, the department) will benefit 


from it, as performance management is as imperative in the public sector as much as 


in its competitor, namely, the private sector. Educators’ performance and public 


education will improve. Kreitner and Kinicki (2004: 678) call this benchmarking, the 


process by which a company or an organization compares its performance with that of 


a high performing organization. It is also referred to as unfreezing in Lewin’s three-


stage change model.                 


 


1.7. DEFINITION OF CONCEPTS 


 


In defining certain concepts, the researcher started with definitions of the term 


“definition” and “concepts” as broad concepts, then followed by the main terms or 


concepts as they appear in the research topic and lastly defined those concepts that are 


related to the research topic, with relevant examples cited where possible. 


 


1.7.1. BROAD CONCEPTS 


 


1.7.1.1. THE TERM “DEFINITION” 


    


According to Mouton and Marais (1990: 131), the term “definition” can be described 


as statements by means of which the meaning of concepts is specified. The meaning 


can either be connotative or denotative. Thus an important classification of definitions 


is based upon the distinction between connotative and denotative meaning. 


 


Mouton and Marais (1990: 131) define connotative meaning of a concept as the 


general intention or idea that it incorporates. It is the theoretical meaning or sense 


attached or given to a concept that is usually influenced by person’ life. The 


connotation of, for example, the term “skyscraper” includes those characteristics that 


are common and distinctive of buildings of a certain height. 
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The denotative meaning of the concept refers to the reference of a concept, which 


refers to the set of phenomena, entities, events, characteristics, behaviour, or 


processes which exist in reality, and which are included when the concept is used 


Mouton and Marais (1990: 58). The denotative dimension of a concept would, 


therefore, refer to a specific and clearly defined set of entities or phenomena in reality. 


The denotation of the same term, skyscraper, is the class of phenomena, which would 


for example, include the Empire State building, the former World Trade Centre 


building and the Carlton Centre Hotel, which exist in reality. 


 


1.7.1.2. STATEMENTS 


 


This definition of definitions includes terms such as “statements” and “concepts” 


which also need to be defined. 


Mouton and Marais (1990: 4) define “a statement as any sentence in which a 


knowledge claim relating to reality is made”. Consequently, statements are sentences 


in which an identifiable epistemic claim is made. (Episteme is the Greek word for true 


knowledge). It clearly follows from this that statements have to be either true or false. 


 


1.7.1.3. CONCEPTS 


 


Concepts are the most elementary symbolic constructions by means of which people 


classify or categorise reality Mouton and Marais (1990: 126). They are “pigeon holes” 


into which unstructured empirical experiences are sorted out. Concepts are, therefore, 


the primary instruments by means of which humans come to grips with reality. They 


are the mental representation of reality and symbols of meaning. 


 


1.7.2. DEFINITION OF CONCEPTS RELATED TO THE STUDY 


 


In this research study main concepts that are basic to the research topic and those 


related to it were defined to give meaning to the topic. 
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1.7.2.1. DEVELOPMENTAL APPRAISAL 


    


According to Fletcher (1997: 4), appraisal is the exercise of assessing or evaluating 


the worker’s abilities and performance in a given work situation or organization. 


Kreitner and Kinicki (2004: 426) define “development” as a process which managers 


obtain the necessary experience, skills and attitudes to become or remain successful 


leaders in the organization. This refers to the development possibilities within a job or 


position for a specific employee, with reference to the employee’s personal growth 


and goals. 


 


“Developmental appraisal” is thus the evaluation or assessment of the workers’ 


performance with the aim of achieving personal growth in the job and achievement of 


organizational and personal goals. It is an assessment that aims at the prevention of an 


employees’ obsolescence and keeps them abreast of new job challenges. Thus both 


parties stand to benefit from it. 


 


The fundamental question currently facing organizations is the aim of the appraisal 


exercise. Although assessment constitutes the core element of appraisal, assessment 


done for its own sake is of little value and it must thus provide a basis for several key 


aims of appraisal. 


Its main aim may include but is not limited to:  


• Making reward to decision, 


• Improving performance, 


• Motivating staff, 


• Succession planning and identifying potential,  


• Promoting managers, subordinate dialogue, and  


• Formal assessment of unsatisfied performance.  


 


1.7.2.2. PERFORMANCE MANAGEMENT SYSTEM 


 


“Performance management system” on other hand, is a system of assessing or 


appraising employees with the view of measuring their performance or productivity 


compared to others. Winner (1993: 691) argues that most attempts at the definition 
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have been limited to consideration of performance in economic terms which amongst 


others includes: profit rates; income, assets; and sales turn-over, the approach which is 


completely ignoring all other facets of the organisations’ performance namely: 


attitudes; perceptions; beliefs; motivations; habits; and expectations of human beings. 


According to him, any chosen indicator of the economic performance must be 


identified with some specific corporate goals.   


 


Latham and Wexley (1994: 2) maintain that performance or productivity “can be 


measured in terms of what people do on the job”. What people do can be appraised in 


terms of traditional measures such as: 


• Attendance, accidents, turnover and grievances, and  


• Also in terms of observations by managers, peers, subordinates, and customers 


as to the frequency with which employees do these things that are critical to 


job success. 


 


According to Fletcher (1997: 36) for many organizations, the term “performance 


management” is synonymous to performance appraisal, or Performance Related 


Payment (PRP). But performance management is much more than either or both of 


these. Fletcher furthermore argues that there is no single universally accepted 


definition for this concept but that it is perhaps better to think of it as a philosophy 


than as a clearly defined process or set of policies. The most prevalent notion of 


performance management is that of creating a shared vision of the purpose and aims 


of the organization, helping each individual employee to understand and recognise his 


or her part in contributing to them, thereby managing and enhancing the performance 


of both the individual, and the organization. It is thus basically for all staff members, 


not just for a part of the management group. 


 


Poister (2003: 205) postulates that the term performance management has come to 


refer to the processes for managing the work of people and organizational units to 


maximize their effectiveness and enhance organizational performance. The principal 


approach to the performance management is the Management by Objective (MBO) 


system, which is focused directly on the individual manager and employee. However, 
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performance-monitoring systems, which focus more generally on programmes or 


organizations, are also considered to be performance management systems. 


 


1.7.2.3. ORGANISATION 


Poister (2003: 200) describes an “organization” as possessing the qualities of a 


biological organism.  They are said to have “survival” needs like plants and animals. 


This analogy with organisms results in a belief that organizations “behave” rather like 


people and animal acts. A school as an organization is an open system as it has 


various units or parts that must function as an interactive unit on a regular or daily 


basis for instance it has an administrative system, a registration or admission system 


and an evaluation system. Much attention was therefore given to the way 


organizations adapt to their environment.  They have particular needs that must be 


met for their survival, functionality and growth.   


 


Organizations have systems and subsystems that must functionally interact with the 


organizations and with the outside environment for them to survive.  Functionality 


means that systems or subsystems should perform the following functions: 


• Adaptation to the environment, 


• Goal attainment for the organization, 


• Integration within the organization “latency” or pattern maintenance (the 


maintenance of rules and patterns of social relationships) 


 


Kreitner and Kinicki (2004: 635) concur by defining an organization as “a system of 


consciously coordinated activities or forces of two or more persons”. Embodied in the 


conscious coordinated aspect of this definition are four common denominators of all 


organizations:  


• Coordination of effort, 


• A common goal, 


• Division of labour, and  


• A hierarchy of authority.  
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The foregoing definitions indicate that a school is an organization in that it should 


have survival needs and must adapt to its environment. It is furthermore a system of 


consciously coordinated activities of two or more persons with a common goal, 


division of labour and hierarchy of authority. 


 


Kreitner and Kinicki (2004: 638), define the concept of a learning organization in 


which the school perfectly fits in. They define a learning organization as an 


organization that proactively creates, acquires, transfers knowledge, and changes its 


behaviour on the basis of new knowledge and insights. It too tries to actively infuse its 


organization with new ideas and information by constantly scanning its external 


environment, hiring new talent and expertise when needed and devoting significant 


resources to train and develop its employees.   


 


A school as an organization is an open system, as it is a structured (meaning 


components are arranged in a particular pattern) collection (meaning it has borders) of 


dissimilar components (physical parts such as people, buildings and non-physical 


parts such as aims and a view of life) united into a working unit. 


 


What people do or do not do should be a source of concern to all organizations. It 


includes practices such as:  


• Coming to work late, 


• Stopping work early, and 


• Filling out work orders incorrectly, which is a costly exercise that can and 


should be changed.  


Kreitner and Kinicki (2004: 474) postulate that individual employee’s performance 


should be managed in order for the organization’s performance to be managed. This 


shows that individual employee’s developmental appraisal and performance 


management should culminate in the evaluation of the whole organization, in this case 


called whole school evaluation. 
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1.7.2.4. WHOLE SCHOOL EVALUATION 


 


Individuals have defined the term “evaluation” in many ways. Choppin and 


Postlethwaite (1979: 200) define evaluation “as the process of delineating, obtaining 


and providing useful information for judging decision alternatives”. 


Whole school evaluation will then entail delineating, obtaining and providing useful 


school information about learners, educators, classrooms, as well as curricular and all 


other resources necessary to judge decision alternatives about the school. 


 


This may be decision about either the total performance standard of the school and the 


quality of the school output (results) or education or the level of development of the 


school at a particular point in time of the achievement of the goals set. 


 


1.7.2.5. EDUCATION DEPARTMENT 


 


According to the Education Labour Relation Council (1999: 41), “Education 


Department” means the department established by section 7(2) of the Public Service 


Act 1994 (Proclamation 103 of 1994). The National Education Policy Act No 27 of 


1996 defines an education department as the National Department of Education or any 


Provincial Government Department, which is responsible for education. This concept 


will be used in this study to refer to the Limpopo Department of Education. 


 


1.7.2.6. LIMPOPO PROVINCE 


 


The Limpopo Province here refers to the former “Northern Province”. It is the 


province that is situated on the far northern side of the Republic of South Africa. 


 


1.7.2.7. QUALITY 


 


Pycraft, Sighn, Phihlela, Slack, Chambers, Harland, Harrison and Johnston (2000: 


612) argue that there is no clear or agreed definition of what “quality” means. Indeed, 


there seems to be nearly as many definitions of the world “quality” as there are people 


writing about it. However, it is a current and key concern of many organizations. It 


appears that the world has undergone a “quality revolution”. 
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There is certainly a growing realization that high quality goods and services can give 


an organization a considerable competitive edge. Quality is the most important single 


factor affecting an organization’s performance in relation to that of its competitors. 


 


Garvin in Pycraft et al (2000: 612) has categorized many of the various definitions 


into “five approaches” to quality:  


• The traditional approach, 


• The manufacturing-based approach,  


• The user based approach, 


• The product-based approach, and  


• The value-based approach. 


 


1.7.2.8. MOTIVATION 


 


As motivation forms the basis of any performance management system, the researcher 


was prompted to mention a number of explanations of the definition of motivation to 


clearly show how motivation interconnects with performance management. 


  


Kreitner and Kinicki (2004: 258) postulate that the term motivation derives from the 


Latin word “movere” meaning, “to move”. In the present context, motivation 


represents “those psychological processes that cause the arousal, direction, and 


persistence of voluntary actions that are goal directed”. 


 


Managers need to understand these psychological processes if they are to successfully 


guide employees towards accomplishing organisational objectives. 


 


Nel, Van Dyk, Haasbroek, Schultz, Sono and Werner (2004: 310) distinguish the 


word “motivation” from “movement”. Movement takes place when a person carries 


out a task just for the sake of being remunerated. He or she does enough not to get 


into trouble, but does nothing more. Movement has been used as a strategy to get 


people to achieve goals but it cannot be considered as motivation. 
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Motivation takes place when a person carries out a task because he or she is enjoying 


it or totally involved in it. Such people are prepared to walk the extra mile, use their 


initiative, apply their skills where needed, and put in an extra effort to achieve goals. 


Employees who voluntarily and enthusiastically do more than what is required of 


them are thus motivated. 


 


Nel et al (2004: 310) furthermore argue that motivation can be described as 


intentional and directional with the word “intentional” referring to personal choice 


and persistence of action and “directional” indicating the presence of a driving force 


aimed at attaining a specific goal. 


 


A motivated person is, therefore, always aware of the fact that a specific goal must be 


achieved, and continuously direct his or her efforts at achieving that goal, even in the 


face of adversity. These writers too indicate that both internal and external forces 


affect motivation. Internal forces include personal needs and expectations whereas 


external forces embrace organisational reward systems. 


 


Nel et al (2004: 310) conclude by indicating that managers do not and cannot 


motivate their employees, but that constructive employee-organisational relations are 


products of an employee’s self identity. Employees (and people in general) are at all 


times already motivated “to become who they want to be”. When a person is 


congruent to the development of his or her self-identity, a person will be motivated. 


 


The general belief is thus that all people can be motivated. However, the same things 


do not motivate all people at the same time, for the same reasons, or with the same 


intensity. For this reason it is important for managers to understand the different 


motivational theories. Motivation is the combination of desire, values, and beliefs that 


drives one to take action. These three factors, and/or lack of them, are the root of why 


people behave the way they do. As a person ultimately controls his/her ones values, 


beliefs and desires, a person can influence his/her own motivational levels.  


/http://www.uiowa.edu/web/advisingcenter/acccurr/student/improving/motivation.htm 
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This means if one considers something important and assigns value to it one is more 


likely to do the work it takes to attain the goal. When motivation originates from an 


internal source and is combined with a realistic goal and circumstances, the possibility 


of a good outcome are greatly increased. Hence motivation + Goals + Circumstances 


= Success. 


 


Motivation in the workplace-theory and practise (2006: 1-3) furthermore propound 


that the job of a manager in the workplace is to get things done through employees. 


To do this the manager should be able to motivate the employees. But that is easier 


said than done. 


/http://www.accel-team.com/motivation/  


  


It is clearly indicated in the article that motivation practice and theory are difficult 


subjects, touching on several disciplines. In spite of enormous research, basic as well 


as applied, the subject motivation is still not clearly understood and more often than 


not poorly practised. 


 


To understand motivation one must understand human nature itself and this causes the 


problem. 


This article furthermore explains that human nature can be very simple, yet very 


complex too. An understanding and appreciation is a prerequisite to effective 


employee motivation in the workplace and, therefore, to management and leadership. 


 


According to the article motivation is the key to performance improvement. In trying 


to explain it further, it cites the old adage “you can take a horse to the water but you 


cannot force it to drink, it will drink only if it’s thirsty”, can also apply with people. 


 


This comparison indicates that people will do what they want to do or are motivated 


to do it. They must thus be moved to do something hence the Latin word “movere” 


meaning to “move”. It shows that whether it is to excel on the workshop floor, school 


or anywhere else, people must be motivated or driven to it, either by themselves or 


through an external stimulus.       
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This article also mentions that whether people are born with self-motivation or not, 


they can be motivated, as motivation is a skill which can and must be learnt, which is 


essential for any business to survive and succeed. As such performance is considered 


to be a function of ability and motivation, thus job performance = f (ability) 


(motivation). 


   


However, ability in turn depends on education, experience and training and its 


improvement is a slow and long process, whereas on the other hand motivation can be 


improved quickly. 


 


The article concludes by indicating the following seven broad strategies for 


motivation: 


• Positive reinforcement or high expectations,  


• Effective discipline and punishment, 


• Treating people fairly, 


• Satisfying employees’ needs, and  


• Setting work-related rewards on job performance, which the previous authors 


also advocated. 


 


1.7.2.9. EFFICIENCY AND EFFECTIVENESS 


 


Nel et al (2004: 23) contend that the success of an organisation is based on two 


cornerstones: efficiency and effectiveness. According to them, efficiency of an 


organisation means doing things the right way and is closely related to ratio or input-


output ratios. It is the optimum use of resources and the achievement of planned 


levels of output with the minimum costs; measured and indicated by input-output 


ratio. 


 


Efficiency is thus related to effective or careful use of resources with the optimum 


reduction of waste to save costs. The efficiency of an organisation also refers to the 


nature and quality of the interpersonal, inter- and intra-group relationships within the 


organisation. Organisational efficiency may further be defined as the extent of the fit 


between the internal components of the social system. The more the congruity exists 
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between these components, the more the organisation will function smoothly, with 


relatively little dissatisfaction on the part of the organisation’s members.   


 


Organisational effectiveness, on the other hand, means doing the right things, which is 


primarily determined by setting goals for the organisation. These goals are not set in 


isolation, but are directly linked to the demand for an organisation’s product or 


service (Nel et al, 1992: 24). Effectiveness may be defined as the extent of the fit 


between the organisation’s environment and all the internal components of the social 


system. The more congruity exists between the internal social system components and 


the environment, the more the organisation is likely to exchange favourably with its 


environment. 


Kreitner and Kinicki (2004: 5) argue that a good way to better understand the 


complex subject of organisational effectiveness is to consider four generic approaches 


to assessing an organisation’s effectiveness:  


• Goal accomplishment,  


• Resource acquisition, 


• Internal processes, and  


• Strategic constituencies’ satisfaction. 


 


According to them, these effectiveness criteria apply equally well to a large or small 


and profit or not-for-profit organisations and can be used in various combinations as 


they overlap. 


 


1.7.2.10. DEVELOPMENT 


 


According to Nel et al (2004: 426), development is “a process whereby managers 


obtain the necessary experience, skills and attitudes to become or remain successful 


leaders in their organizations”. 


 


Stewart (1996: 124) agrees that development “is a learning process which enables a 


team to acquire, practise and apply the knowledge and skills required for effective 


functioning of a group”. This clearly indicates that development is generally the 


process by which an inefficient team becomes an efficient team. This means that the 







 17


team and managers must keep abreast of new developments in technology, economic, 


legislative and social fields as well as contemporary personnel management practises 


so as to avoid obsolescence. 


 


1.8. STRUCTURE OF THE RESEARCH REPORT 


 


The following is the proposed structure or layout of the research report: 


1.8.1. Chapter One 


The background, purpose, and structure of the research study.  


1.8.2. Chapter Two 


The Literature review related to the study. 


1.8.3. Chapter Three 


The research methodology. 


1.8.4. Chapter Four 


Presentation of results. 


1.8.5. Chapter Five 


       The summary, conclusion and recommendations. 


1.8.6. All the attached documents are captured under the section titled annexure, 


namely: 


• Annexure A-questionnaire. 


• Annexure B-interview. 


 


1.9. CONCLUSION 


 


The principal focus of this chapter has been to place the research problem into 


context. It is also the researcher’s concern that a clear conception of the area under 


focus should be spelt out from the beginning. 


 


This chapter thus defined the parameters of this research study by giving a clear 


background that the whole investigation revolves around. The next chapter (literature 


review) will rely on the work of other authors to build a framework around the topic 


of this study: investigation into the implementation of the integrated quality 


management system in Limpopo Province Department of Education, Zebediela area.   
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CHAPTER 2 


 


LITERATURE REVIEW 


 


2.1. INTRODUCTION 


 


A literature review mainly involves discussions on various schools of thoughts about 


the research topic. It involves:  


• What people say about the topic, 


• Known literature in terms of printed materials such as books, newsletters, and 


journals, 


• Published reports, theses or dissertations, and  


• Electronic media such as e-mails and the Internet. 


(Alberts 2003: 5 and Leedy and Ormrod 1995: 18). 


 


Owing to the limited amount of literature found on the Integrated Quality 


Management System, it was decided that the literature review of the integrated quality 


management system should firstly include discussions on why performance 


management, methods of performance management, the history of performance 


management, modern trends in performance management, and how performance 


management is done in both private or profit making organisations, which were long 


engaged in this system followed by its application in the public sector such as  in 


schools. This approach was chosen because the public sector is usually following 


trends in the private sector. The two thus have much in common in their performance 


management. 


 


2.2. PERFORMANCE MANAGEMENT 


 


2.2.1. WHY PERFORMANCE MANAGEMENT? 


 


In today’s rapidly changing business environment, organisations are concerned about 


competition, the quality of their products and services and operating more effectively 


and efficiently. 
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Gaining the cooperation and active involvement of employees is critical for an 


organisation’s success. Providing employees with a clear sense of how their activities 


and assignments are connected with the organisation’s mission and goals facilitates 


such involvement. 


 


It is management’s role to provide direction and feedback to accomplish these 


intentions. There must be a process of planning and setting objectives by employees 


and managers together and then measuring the success of these objectives on a regular 


basis. This is termed management by objectives. Performance management is the 


mechanism by which all these happen (Swan 2006: 1). 


 


George (2006: 1) explains that the aim of performance management is to measure 


performance, develop employees and align the workforce around corporate goals. 


Because employees are also the biggest expense for organisations, organisations are 


learning that they have to manage their employees’ performance aggressively in order 


to identify top performers and develop an optimally functional workforce. 


 


Performance management provides the mechanism for the organisation to cascade 


organisational strategies, goals and core values down to each employee. This ensures 


that their efforts are coordinated and their combined efforts move the organisation in 


the right direction.  


 


For managers it can be a practical and versatile management tool that helps them 


focus their employees, activities, monitoring their progress, and encouraging their 


development. It is an opportunity to build and sustain good relationships with 


employees and for managers to provide guidance and direction in a fair, non-


threatening way. 


 


For employees, it can have a positive effect on morale. Employees who know what is 


expected of them and how they will be evaluated will approach their work with a 


better attitude and an improved sense of responsibility. When they have a meaningful 


development plan, they feel more positive about their job and have a sense of 


influence over their future (Swan 2006: 2). This clearly shows why performance 


management is so vital for any organisation to define their reason of existence, and to 
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understand where they were previously and where they are currently so as to predict 


where they would be in future.  


  


2.2.2. METHODS OF PERFORMANCE MANAGEMENT 


 


There are various methods of performance management. They differ from one 


organisation to another according to the organisation’s reason of existence.  


 


Binder (2006: 1-2) identifies the following: the balance score card, the fluency 


building technology, the six boxes performance management, the product knowledge 


architecture (PKA) methodology, standard chance methods, and structured writing 


methods. 


This study concentrates basically on the performance management method for 


educators in the public sector, which is called the Integrated Quality Management 


System. 


  


2.2.3. HISTORY OF PERFORMANCE MANAGEMENT 


 


The term was first used by Gartner and popularised by the analyst Howard Dresner 


who was referring to business performance management (BPM). 


 


The first probable reference to business intelligence was made in Sun Tzu’s art of war 


where he claims that to succeed in a war, one should have full knowledge of one’s 


strengths or weaknesses and full knowledge of one’s enemy’s strengths or 


weaknesses. A lack of either one might result in defeat. 


 


The lesson learned here is clear to understand. It means knowing yourself and 


knowing your competitors in your business’s environment. This shows that the 


business world learned much from the military intelligence system and thus adopted 


various methods to obtain data to help with decision-making and help management to 


act or build strategies, which are also aspects of the art of war (Blogger 2006: 1). 
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This clearly indicates that performance management had its origin in the military 


world where winning a battle against competitors was crucial for survival, and then 


transferred to the business world before it was used in the public sector. 


  


2.2.4. MODERN TRENDS IN PERFORMANCE MANAGEMENT 


 


Potgieter (2006: 1) identifies seven new trends in performance management, which 


are almost similar to those of George’s  (2006: 1) six. 


These new trends include: performance management (redefined-now a valuable line 


management tool), full-time performance management, less reliance on position 


description for performance management, low administrative management, link to 


strategy, retention, and succession planning. Each of these trends will be briefly 


discussed hereunder. 


 


2.2.4.1. TREND 1 PERFORMANCE MANAGEMENT REDEFINED NOW A 


VALUABLE MANAGEMENT TOOL 


 


This clearly indicates that performance management has changed over the years from 


a static manual system to a dynamic computerised one. Executives, line managers and 


employees are now using the computerised system to achieve their collective goals. 


The change in application has been enabled by software that provides management to 


achieve its operational and strategic goals. 


 


According to Potgieter (2006:1) the new applications provide the means to: 


• Cascading strategic and operational objectives to ensure that every person 


knows his or her part of the plan and executes it. This has been virtually 


impossible by using a manual system that does not set objectives for 


employees. 


• Developing the entire organisation by setting specific developmental 


objectives for each individual.  


• Providing managers with visibility of their team members, which the manual 


system cannot do because of the large amount of paper work involved. 







 22


• Multiple assessment methods, which allow managers to develop an overall 


view of how well, an individual performs. 


 


2.2.4.2. TREND 2 FULL TIME PERFROMANCE MANAGEMENT   


 


Annual appraisal is rapidly being replaced by full-time performance management 


which George (2006: 1) refers to as all-year round performance. The all-year-round 


performance means an ongoing communication between the manager and the 


employee about performance and progress towards goals. Potgieter (2006: 2) agrees 


in this regard but refers to the ongoing communication as performance diary. 


 


The manual appraisal system often ignores employees until the end of the year when 


they are told they have not performed well for the entire performance period, which 


are demoralising employees. 


 


2.2.4.3. TREND 3 LESS RELIANCE ON POSITION DESCRIPTION FOR 


PERFORMANCE MANAGEMENT 


 


In previous years gone, appraisals were often conducted against a position job 


description but today managers are using a performance management system to drive 


performance requirements during future performance periods.  This is opposed to 


using the traditional position description to drive performance. Potgieter (2006: 2) 


maintains that the reasons for the change are that position descriptions are typically 


static documents, represents only one element of the performance management 


spectrum and are often outdated. 


 


2.2.4.4. TREND 4 LOW ADMINISTRATION PERFORMANCE 


MANAGEMENT  


 


Early automated performance management systems were standalone systems that 


offered several benefits but still suffered from a high administrative input. These 


systems required human resource to make duplicate data entries for all additions, 


changes and deletions of staff because entries had to be made in both the payroll 


system and the performance management system Potgieter (2006: 2).  
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Today, performance management applications can be fully integrated with the payroll 


system which means data entry is only required in the payroll. All changes made to 


the payroll are automatically made to the performance management application. This 


substantially reduces costs related to administration, enabling human resource to 


assist line management with more strategic issues and matters of compliance. 


 


2.2.4.5. TREND 5 LINK TO STRATEGY 


 


Many organisations have now realised the relationship between setting objectives and 


linking these objectives to organisational strategy. Performance management systems 


are the vehicles for doing this. Combined with full performance diary functionality, 


performance management is now one of the most powerful methods for effectively 


directing organisational efforts. George (2006: 2) agrees by indicating that 


performance management data is becoming a major component of an organisation’ 


strategic business planning.  


 


2.2.4.6. TREND 6 RETENTION 


 


Organisations have now made the link between performance management and 


retention. According to Potgieter (2006: 3), in the war for talent, employees want to 


be: 


• Appreciated, regular and increased frequent reviews address this need. 


• Developed, development planning addresses this issue. 


 


Given that automated performance management system helps to ensure compliance, 


employees see reviews and development planning happening regularly while 


managers can no longer defer these activities indefinitely. 
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2.2.4.7. TREND 7 SUCCESSION PLANNING 


 


Once organisations have performance management system in place, they can leverage 


the data collected to implement succession-planning systems. These systems allow 


human resource to identify: 


• Succession for critical and non-critical roles, and  


• High potential staffs are then put through accelerated learning and 


development programmes. 


 


There are numerous benefits to conducting succession planning, but one of the most 


significant benefits is that employees see the organisation as developing a career path 


for them and this binds them closer to the organisation. Succession planning has a 


direct contribution to retention as well as bottom line saving for recruitment Potgieter 


(2006: 3). 


 


In summary, indications are that performance management in its present form is a 


trend in itself. It has progressed from appraisal and reviews to a valuable tool to drive 


performance, and link performance to strategy. This is done in an environment that is 


less onerous on human resource than it has ever been in the past. Line management is 


accepting and in many cases driving the desire for adequate systems that they can use 


to improve both the organisation and their own goals and objectives. Employees are 


benefiting from better recognition of their achievements and better opportunities to 


advance their careers. 


 


2.3. PERFORMANCE MANAGEMENT IN THE PRIVATE SECTOR 


  


Poister (2003: 205) propounds that the main purpose of performance management 


systems in private sector organisations has been to evaluate individuals’ performance 


to maximise their effectiveness and enhance organisational performance. 


 


The term performance management or appraisal or review has a very specific 


universally understood meaning. If one reads books about it, one will find general 
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agreement that the process involves the same basic subparts and is used for the same 


reasons (Robert 2006: 2). 


 


However, as soon as one moves around and interacts with real people in workplaces, 


one finds that there are numerous ideas about what performance management is in 


practice. One person sees performance management as just the appraisal end. Another 


calls rating employees performance management. Yet another considers 360 degrees 


feedbacks as performance management. This clearly indicates that very few people 


understand performance management as an entire process. 


 


The article explains that this confusion is because what determines a person’s ideas 


about performance management is formed on the job and via personal experience. It 


greatly emphasises the need for change in employee-employer relationships.  


 


According to the article by Robert (2006: 2), performance management does not work 


because people who need to make it work have not bought in, or perhaps do not even 


understand this “new thing”, as they call it. If companies do not create completely 


new understandings of performance management, and simply introduce new 


procedures, nothing will change. Employees must not perceive the new system as an 


imposition. Involvement in the implementation of the system must place managers 


and employees in the position of performance customers. Without meeting their real 


needs the design process will fail. 


 


For the proper implementation of the process the right questions must be asked such 


as:   


• Where to start? 


• What should this system achieve? 


• How should it help one to get the job done? 


Answering these questions will then lead to an understanding of this system and thus 


make its implementation smoother. 


 


Robert (2006: 2) is in line with Fletcher’s (1997: 36) argument that there is no single, 


universally accepted definition of performance management. Indeed, it is perhaps 
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better to think of it more as a philosophy than a clearly defined process or set of 


policies. That is why people understand and define it differently. 


 


Fletcher (1997: 37) maintains that, the main building blocks of performance 


management or the key elements of this process, amongst others, are including but not 


limited to:   


• Delivery of high quality products and services which involves Total Quality 


Management (TQM); 


• Better and equal access to affordable services; 


• Improved effectiveness and efficiency of individual employees and 


organisations; 


• Rewarding high performance and achievement which involves Performance 


Related Payment (PRP); 


• Development of the organisation’s mission statement and objectives; 


• Enhancing of communications within the organisation; 


• Being transparent by clarifying individual responsibilities and accountabilities; 


• Defining and measuring individual performance; and 


• Developing staff to further improve performance and their future career 


progression. 


    


Poister (2003: 206) concurs but refers to these key elements of performance 


management system as management by objectives (MBO). He contents that the 


process of MBO is designed to clarify organisational expectations for individuals. 


This is achieved by:  


• Clarifying organisational expectations for individual’s performance; 


• Motivating them to work towards accomplishing appropriate objectives; and  


• Enabling them to do so effectively. 


 


Trying to further clarify performance management or appraisal and its purpose, 


Robert (2006: 1) propounds that probably the most misused and abused and disused 


management tool in history is the performance appraisal. 
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If one asks any manager or human resources person whether he or she thinks 


performance appraisal is an important thing to do, he or she will almost unanimously 


state, “of course it is”. If asked about its purpose he or she will most probably have 


numerous ideas. 


 


According to Roberts even if these managers say much about the purpose of 


performance appraisal, they often do really get it done. Many human resource 


professionals will spend much time whipping people into doing appraisal but 


managers will often look for a variety of reasons to delay the process, as they are 


uncomfortable about it.   


 


The main reason for this uncomfortable feeling is that they undertake this 


performance appraisal for the wrong reasons and from a wrong perspective, which 


ends up putting the manager and the employee on different “sides” as the manager is 


usually using the process to focus on what employees have done wrong, who get 


promoted and whose pay is to be increased.   


 


Nevertheless Robert (2006: 3) also explains that the purpose and objective of 


appraisal should be to improve performance in the future, and not just for the 


employee. Managers can also get valuable information from employees to help them 


make employees’ jobs more productive. Work units and organisations can identify 


problems that interface with everyone’s work.  


 


If the appraisal process shifts from affixing blame, to identifying barriers to 


performance, it will begin to remove the fear and dread people have about it. The 


focus should change from what is been to what can be better tomorrow. 


 


Roberts concludes by indicating that, an appraisal that works involves the process of 


identifying what has gotten in the way of better performance, regardless of the level 


of performance, and has managers and employees who can work together in the 


future. Managers should thus move away from the blame syndrome in appraisal and 


move to a cooperative, dialogue approach so that the whole process can become more 


comfortable and effective. This will put managers and employees on the same side 
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and they will start working towards the same goals, namely, getting better and better 


and thus getting real value out of the time and energy they put into the process. 


 


2.4. PERFORMANCE MANAGEMENT IN PUBLIC SECTOR (SCHOOLS)  


 


According to Collective Agreement No. 8 of 2003, the integrated quality management 


system brought together the three systems of evaluating educators’ performance 


namely Developmental Appraisal, Performance Measurement (PM), and Whole 


School Evaluation (WSE). This concurs with Dr Malekutu Bopape’s paper delivered 


at the Twelfth International Conference at the University of Granada in 2005. 


 


According to the Education Labour Relations Council (1999: 39), developmental 


appraisal was preceded by the following preamble: 


• Simplicity easy to understand and apply to all educators; 


• Feasibility can be administered within different types of institutions; 


• Legitimacy unions were involved in the formulation, hence educators take 


ownership; and 


• Flexibility is used for development and confirmation of probationers.  


 


The main aim of developmental appraisal is to facilitate the personal and professional 


development of educators in order to improve the quality of the teaching practice and 


education management. 


 


To achieve these aims the following requirements, amongst others, must exist: 


• Democratic organisation climate; 


• Learning culture at institutions; 


• Commitment of educators to development; and  


• Openness and trust. 


 


This handbook on educator’s laws and policies indicates that developmental appraisal 


consists of the following ongoing processes: 


• Reflective practice; 


• Self appraisal; 
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• Peer appraisal (or another member of the appraisal panel); 


• Collaboration; and 


• Interaction with panels. 


 


This handbook states that appraisal implies making judgement and decisions on the 


effectiveness or quality of a programme, project, thing, or set of actions. 


Developmental appraisal is thus a formative appraisal process, which will result in the 


development in both skills improvement at school or institutional level, hence whole 


school improvement. It is not a judgemental (summative) process that refers to those 


decisions that make judgement and do not necessarily help to improve things. 


 


Over and above these good and positive intensions of the process, SAPA News (2005:  


6), a publication of the South African Principals Association newsletter, indicates that 


the, “Integrated Quality Management System in Limpopo has literally failed to shift 


forward”. This is clearly indicative and supportive of the problem statement as 


reflected above: the slow implementation of the performance management system for 


educators. 


 


When the publication further mention that schools that have recently started managed 


only to complete baseline evaluation, it clearly sent signals to indicate that there were 


still some schools that did not even get started. 


 


According to the publication, in almost the whole of the Zebediela district the system 


had problems, which amongst others include:  


• Influence by unions to halt the process; 


• Tight schedule of circuit managers who are to evaluate principals; 


• Planned delay by the Department of Education with the aim of saving money; 


• The design; 


• The programme; and  


• The timing of the performance management system which needs to be 


revisited 
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The publication indicates categorically that the principals, as implementers are, 


prepared and willing to implement the programme by stating, “ SAPA is aware that 


someone has to be blamed for the failure of the policy, but surely it cannot be 


principals” (SAPA News, 2005: 6).   


 


The National Professional Teacher’s Organisation of South Africa (NAPTOSA) 


mentioned in their article that teachers would support an introduction of a “reward” 


system intended to recognise their performance.  


 


The president of NAPTOSA, Dave Balt, then explains that the integrated quality 


management system is a public accountability mechanism that would have several 


“integrated advantages and benefits”. 


  


The president indicates that good performance by teachers would be recognised and 


acknowledged “something that has not been happening across the education system”. 


 


These statements clearly reflect the point that Naptosa was welcoming this 


performance management system. These statements by Naptosa further concur with 


what Fletcher (1997: 37) terms the main important building blocks of performance 


management. Poister (2003: 206) refers to it as MBO (Management by Objectives). 


Thus the main objective of IQMS will be the rewarding of teachers’ performance. It 


will further encourage teachers and improve their morale, as the reward system will 


be in the form of performance related payment. Hence the system will be transparent 


and clearly instil in teachers a sense of responsibility and accountability. 


 


The statement by Balt that “if the performance of all teachers begins to improve, the 


performance of schools will also improve with obvious benefits for learners and for 


the education system as a whole” clearly supports Fletcher’s (1997: 36) explanation of 


the most prevalent notion of performance management which is the creation of a 


shared vision of the purpose and aims of the organisation, helping each individual 


employee to understand and recognise his or her part in contributing to them, and 


thereby managing and enhancing the performance of both the individual and  


organisation.  
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The statement that the Minister of Education, Naledi Pandor indicated that her 


ministry was “impatient” to introduce the system, may be seen as a sign of the fact 


that the system was supposed to have been introduced or implemented at a faster pace 


/http://iafrica.com/news/sa/39925.htm/. 


 


However, the fact that the article was published on 6 August 2004 and was still on or 


27 months later namely in November 2006, is a clear indication of the slowness of the 


implementation of this performance management system. This serves as an indication 


that the research topic needs to be investigated as a matter of urgency to device 


strategies that can help in the acceleration of the rate of the implementation of the 


system.   


 


The Minister of Education’s statement that “we may quibble about the methodologies, 


but the trends are unacceptable for an education system with our level of spending, 


and the resources available to it” further gives the impression that enough spade work 


or research was not conducted on the appropriate methodologies and techniques of 


implementing the integrated quality management system which may involve the 


training, management plan, programmes, design, and other related methods of 


cascading or rolling out the implementation plan to teachers. 


 


In addition, SAPA News (2005: 6) expressed severe concern about the failure of the 


performance management system to move forward and indicated that it was aware 


that someone had to be blamed for the failure of the policy, but surely not the 


principals. SAPA thus suggested that the design, programme and timing of the 


integrated quality management system needed to be revisited taking into consideration 


programmes such as exams, Common Task Assessment and marking of examinations. 


 


The statement of the Democratic Alliance spokesperson, Helen Zille, that “the 


government should improve pay for performing teachers” and that  “outstanding 


teachers were grossly underpaid, while poor performances were substantially over-


paid” displayed that the need for performance management in the teaching profession 


was long overdue and there was a need that the system must be sped up. 
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However, Zille further blamed government’s failure of effectively instituting the 


integrated quality management system designed to differentiate between good and bad 


teachers as well.   


 


This underpins SAPA News’s (2005: 6) denial of the statement that principals are 


supposed to accept the responsibility for the failure of the performance management 


system by making it clear that SAPA was aware that the failure of the integrated 


quality management system was to the advantage of the Department of Education, as 


they would save money. 


 


2.5. SUMMARY 


 


These discussions have clearly indicated that performance management is a mammoth 


task both in the private and public sectors. There is no single strategy, which can be 


regarded as the best in implementing performance management in an organisation.   


 


Although managers are shifting the blame to lower level employees and employees in 


return are blaming the managers, some of the better strategies to reduce failure of the 


implementation of performance management include but are not limited to good 


relationships between managers or supervisors and employees, good communication, 


training and development, coordination of activities, good planning, commitment, 


openness, better reward systems, fairness, motivation, flexibility in programmes, and 


empowering of employees. Some of these strategies are assessed in Chapter Six of 


this study in the conclusion and recommendations.     
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CHAPTER 3 


 


RESEARCH METHODOLOGY 


 


3.1. INTRODUCTION  


 


The aim of this chapter is to explain how the data for the research were approached, 


collected and analysed. The research study followed the format and process of a 


quantitative research design and would adhere to the explanation made by White 


(2004: 13) that a quantitative research study follows an established set of procedures 


and steps that guide the researcher. White adds that the researcher should maintain an 


independent distance from what is being researched. It was, therefore imperative that 


the researcher had to remain objective during the process of data gathering by not 


influencing the respondents to answer in a way that suited the researcher. Both 


primary and secondary data were obtained for the research study. 


 


For the primary data collection, structured questionnaires were designed and 


administered to the 77 schools in the Zebediela area to get information on the 


background of the respondents and the factors influencing the implementation of the 


Integrated Quality Management System. Questionnaires were directed to School 


Development Teams with the principals as the accounting officers because they are 


the ones who should lead the process of the implementation of the integrated quality 


management system. 


 


Out of the 77 schools only 12 were selected as a sample in which interviews were 


conducted. These data were captured with the aid of a computer, by using the Excel 


programme and processed by using the Statistical Package for the Social Sciences 


(SPSS). 


 


Owing to the limited literature available on the study more information on the 


implementation of the quality management system was obtained from library sources 


such as the Internet and journals. 


The data were analysed by using contingency table analysis. The information from the 


contingency analysis was used to compute percentages, frequencies and graphs.      







 34


3.2. RESEARCH DESIGN 


 


A research design is the arrangement of conditions for the collection and analysis of 


data in a manner that aims to combine relevance to the research purpose with 


economy in procedure (Mouton and Marais, 1990: 32). 


  


From this definition it is evident that the aim of a research design is to align the 


pursuit of a research goal with the practical considerations and limitations of the 


project. A research design thus implies that research is planned. It further implies 


decisions, which have been taken before embarking on the study with the purpose of 


ensuring that potential mistakes are eliminated, thereby maintaining the lowest 


possible cost. 


 


To operationalise the study a research design was constructed with a triangulation 


strategy. A triangulation strategy, according to Denzin (1978: 101) refers to the 


combination of multiple methods of the research process. This means the use of a 


triadic approach of a triangle with three different methods at each nodal point: the 


questionnaire method at one point, the interview method on the other and analysis and 


interpretation (the hermeneutic method) on the other point. 


 


The rationale behind this is that no single method can adequately treat all problems of 


a certain research study. Since each method has restrictions, by combining several 


methods in the study the restrictions of one tool are often the strengths of another. 


Denzin (1978: 101-103) proposes that the greater the triangulation in a research 


design the greater the confidence a researcher may have in his or her findings. 


 


 The research design was quantitative as the questionnaires and interviews were 


structured beforehand to strictly formalise the research study and ensure that all 


potential mistakes were eliminated at the lowest possible cost. 


      


The researcher was therefore compelled to operate as an independent investigator by 


ensuring the following factors: 


• To be objective with the population boundary limited to the designated scope 


of the area of study namely: Zebediela (Mouton and Marais 1990: 162); 
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• To arrange conditions for the collection and analysis of data in a manner that 


aimed to combine relevance to the research purpose with economy in 


procedure (Mouton and Marais 1990: 32); 


• That a high degree of correctness and truth was maintained in this work 


(Rosental and Rosnow 1984: 75); and  


• To observe, interview, record, and continuously review the material collected 


(Casley and Lury 1989: 65). 


  


3.3. POPULATION 


 


As the definition of population units depends on the subject that is studied Sudman 


and Blair (1988: 335), the most appropriate population unit for this study was 


identified as schools. White (2004: 77) defines population as the sum total of all the 


objects, events or individuals that have common characteristics. 


 


The population boundaries were limited to the Zebediela area with the population of 


77 schools. All of these 77 schools were given questionnaires. A large population was 


avoided as it would render the research costly, time-consuming in the collection of the 


data and end up by giving a distorted picture of the problem of the slow 


implementation of the educators’ performance management system. 


 


3.4. SAMPLING 


 


The sample size of 12 schools that represented not less than 15% of the research 


population of 77 schools was chosen. These persons were exposed to the interviews. 


The names of the 77 schools in the Zebediela area were written on a piece of paper 


and thrown into a box. There was a shuffle so that each school stood an equal chance 


of being selected for the research study. This means that a random sampling was 


conducted. 


 


This random sampling method was used as it eliminates all bias in the collection of 


data. It further eliminates the prejudice of judging the results even before the research 


has been conducted or concluded. 
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Table 3.4.1 present the detailed sample selection from the three circuits. 


  


TABLE 3.4.1: THE SAMPLE SIZE FOR THE THREE ZEBEDIELA 


CIRCUITS 


 


Circuit No of 


educators/


principals 


required 


Percentage required No of respondents 


Lepelle 18 23 3 


Magatle 31 40 5 


Moletlane 28 36 4 


Total 77 100 12 


 


DISCUSSION OF TABLE 3.4.1 


 


The total number of schools (population) in the Zebediela area was 77 (N=77). The 


sample size was 12 (n=12), which covers a minimum of 15% of the total population 


(77). This total number was stratified based on circuits.  


The 18 principals represented 23% of the total schools and this accounted for 3 out of 


the 12 samples, 31 represented 40% and accounted for 5 out of 12 samples while the 


28 represented 36% of the total schools which accounted for 4 out of 12. 


 


3.5. DATA COLLECTION METHODS 


 


The questionnaire and interview as valuable data collecting instruments Madge (1967: 


150) were the two important measuring instruments used for data gathering in this 


research study. 
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3.5.1. THE QUESTIONNAIRE METHOD 


 


The questionnaire was fully structured. It was constructed in such a way that it 


consisted of stimulating-response model. This implies that each stimulus (question) 


would be carefully standardised and each respondent would only give one response to 


each stimulus. Madge (1976: 166) argues that this was done so that the questionnaire 


would ensure that answers could be meaningfully compared with one another. This 


was achievable in using closed questions Froddy (1993: 31).   


 


Questionnaires were prepared and personally given to the principals of all the 77 


schools. The principals were identified as the respondents because they are an 


extension of the employer (Department of Education) at schools. They are operating 


as members of the school development team by virtue of their position of accounting 


officers at schools. The school development team is a team that has been 


democratically elected by the staff to implement and monitor the integrated 


performance management at schools.  Principals are thus responsible and accountable 


for the implementation and monitoring of the performance management system 


(ELRC 1999:  64).  


 


The physical delivery of the questionnaires gave the researcher a chance to clarify 


some of the questions where such a need arose and was also intended to reduce a poor 


return rate. 


 


3.5.1.1. PROFILES OF RESPONDENTS 


 


The first section of the questionnaire was aimed at establishing the demographic 


profile of the respondents, including the age, sex, marital status, circuit, as well as 


level of their academic and professional qualifications. This information was crucial 


for the understanding of the knowledge base of the respondents.   
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3.5.1.2. FACTORS INFLUENCING THE IMPLEMENTATION OF THE 


INTEGRATED QUALITY MANAGEMENT SYSTEM 


 


The second section of the questionnaire was intended to expose the possible factors 


that could influence the implementation of educators’ performance management 


system. Factors such as a lack of sufficient knowledge by the training teams, delays 


by the Department of Education to save money, the feeling of insecurity by the 


educators, poor timing by the Department of Education, a lack of agreement between 


the Department of Education and educators’ unions, and the poor design and 


programmes of the performance management system were considered in this section. 


The last part of this section was designed to gather information about the respondents’ 


depth of understanding about the performance management system, their opinion 


about it as well as recommendations made.   


  


3.5.2. THE INTERVIEW METHOD 


 


According to Barnett (1991: 73), the interview obviously provides the basis of 


observing other behavioural patterns as a reaction to the stimulus (questions) posed to 


the respondents. The respondents had to answer all the questions within a set of 


permitted categories provided by the stimulus-response model. 


 


The use of the interview method together with the questionnaire method affords the 


researcher an opportunity to gain more insight into the problematic situation. The 


interview method is also called the oral elucidation method. Oral elucidation is an 


endeavour to breach the gap between the qualitative and quantitative research 


paradigms (Mahango 1997: 41). 


 


The multi-paradigm approach as alluded to purports to breach the possible 


information gap when only one approach is being used. It thus provides a richer 


picture of the problematic situation. 


 


Through the interview method, the researcher was able to obtain clarifications to 


unclear responses to the questionnaire method. The interview scheduled had been 


prepared indicating the pattern followed, the wording of questions and instructions 
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and the method of categorizing the answers in detail Behr (1998: 151). The structured 


interview was only conducted to the sample of 12 selected schools to save time and 


money.  


 


3.6. DATA ANALYSIS METHOD 


 


For the purpose of this study, descriptive statistics such as graphical representation of 


data in the form of tables and histograms were used just like Grazaino and Raulin 


(1997: 96) have indicated.  


 


3.6.1. HERMENEUTIC / INTERPRETATION METHOD 


 


Hermeneutics is derived from the Greek word “hermeneuein” which implies to 


interpret (Mahango, 1997: 39).  


 


The present research study exploited hermeneutics in collaboration with 


questionnaires and interviews to interpret and access the implications of the slow 


implementation of the integrated quality management system in the Zebediela area. 


 


3.6.2. THE STATISTICAL PACKAGE FOR THE SOCIAL SCIENCES 


SOFTWARE (SPSS) 


 


The Statistical Package for the Social Sciences Software was used to process the bulk 


of the collected data that were quantitative in nature. This was done with the help of 


an Excel programme.    


 


A contingency table analysis was used to analyse the data by relating the 


implementation of the Integrated Quality Management System to the factors that were 


influencing it.  


To make the responses from the questionnaires more meaningful all 5 options were 


shrunk or collapsed into only 2. Option 1 (Do not know) and 2 (To no extent) formed 


one option which was NO and option 3 (To some extent), 4 (To a great extent and 5 


(To a very great extent) formed another option which was indicated by YES. 
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For this analysis to be useful the tables should not have any empty spaces. The 


response in terms of question by question was examined and if all the respondents had 


chosen the same response such a factor was dropped. This approach actually helped to 


identify the major causes of the slow implementation of the process in the Zebediela 


area. 


The information from the contingency table analysis was also used to compute the 


percentages, frequencies and graphs used in the research. 


Thus, in analysing the responses from the questionnaires and interviews, the 


researcher endeavoured to understand the exact meaning of the written responses and 


or verbal reactions.  


 


3.7. ETHICAL CONSIDERATION 


 


The researcher approached the ethical framework of this research study from the 


definition of the concept ethics made by Strydom in White (2004: 143). 


 


Ethics is a set of moral principles which is suggested by an individual or group, is 


subsequently widely accepted, and which offers rules and behavioural expectations 


about the most correct conduct towards experimental subjects and respondents, 


employers, sponsors other researchers, assistants and students. 


  


The responses of the principals and School Development Team members were 


regarded as confidential and the researcher also reminded them of their right to 


remain anonymous to make the research ethical. Participation in the research study 


was voluntary. The aim of the research was discussed beforehand with respondents in 


order to allay fears and avoid misunderstanding and mistrust.  


 


The researcher operated with sensitivity towards the respondents so that no emotional 


harm could be done to them. The sole purpose here was to establish rapport and create 


a warm accepting atmosphere to secure their cooperation and uphold professionalism 


and confidentiality. 
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3.8. CONCLUSION 


 


This chapter mainly concentrated on the design of the methods that were used to make 


this research study and its findings empirically justifiable. Henning, Gravett and Van 


Rensburg (2005: 99) maintain that research concerns collection and analysis of data in 


order to make it justifiable. A detailed analysis of the results will be presented in the 


following chapter. 
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CHAPTER 4 


 


PRESENTATION OF RESULTS 


 


4.1. INTRODUCTION 


 


This chapter presents the results of the research study on the implementation of the 


Integrated Quality Management System in the Zebediela area, Limpopo Province. 


 


4.2. IMPLEMENTATION OF THE INTEGRATED QUALITY 


MANAGEMENT SYSTEM IN THE ZEBEDIELA AREA  


 


The results of the respondents on the implementation of the Integrated Quality 


Measurement System in Zebediela area were presented according to the three circuits 


with options 1 and 2 collapsed into one option representing NO, options 4 and 5 


collapsed into an option representing YES and 3 representing the undecided (middle), 


according to the questionnaire. The results obtained according to question B1.1 of the 


questionnaire are represented in table 4.2.and graphically in figure 4.2. 
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TABLE 4.2: IMPLEMENTATION OF IQMS IN ZEBEDIELA AREA (FOR 


THE PERIOD ENDING 2006) 


 


Circuit YES/NO Raw score Percentage 


Lepelle Yes 4 22.1 


No 2 9.1 


Undecided 12 68.8 


TOTAL 18 100 


Magatle Yes 10 31.6 


No 3 10.5 


Undecided 18 57.9 


TOTAL 31 100 


Moletlane Yes 6 20.9 


No 2 6.2 


Undecided 20 72.9 


TOTAL 28 100 


  


DISCUSSION OF RESULTS 


 


The table shows that Magatle circuit had the highest percentage of Yes respondents 


(31.6%), followed by Lepelle with 22.1% and Moletlane with 20.9%. In overall, it 


indicates that 20 out of the 77 respondents answered yes to the question, which is only 


26%.  


 


Of interest to note in this table is that 50 out of the 77 respondents, which is a total of 


64.9%, were undecided, in other words, they did not know whether the programme 


was implemented or not in Zebediela schools. This might be a sign of how complex or 


problematic the implementation of the programme of the Integrated Quality 


Management System is in the Zebediela area although 26% of the respondents agreed 


that it was implemented.  
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A thorough investigation of the situation revealed that the implementation of the 


programme was very slow as most of the schools were still in the baseline stage of the 


implementation process, which is the first stage. 


 
This is graphically illustrated in figure 4.2. 


 
FIGURE 4.2: IMPLEMENTATION OF IQMS IN ZEBEDIELA AREA (FOR 
THE PERIOD ENDING 2006) 
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4.3. FACTORS INFLUENCING THE IMPLEMENTATION OF THE 


INTEGRATED QUALITY MANAGEMENT SYSTEM  


 
Although the IQMS programme is implemented in the Zebediela area as indicated by 


the responses in Table 4.2, it was further discovered that the process was running at a 


very slow pace.    


 


The following factors that were identified as possible factors that caused the slow 


implementation of IQMS were tested: delays by the Limpopo Department of 


Education to save money; the lack of sufficient knowledge by the training teams such 


as District team; a feeling of insecurity by the educators; poor timing of the Limpopo 


Department of Education for instance the mixing of IQMS with CASS; exams; a lack 


of agreement between the Limpopo Department of Education; and educators 
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formations or unions; and the poor design of IQMS programmes such as the system of 


self evaluation. 


 


The findings are represented in the following table 4.3. 


 
TABLE 4.3: FACTORS INFLUENCING THE SLOW IMPLEMENTATION 


OF IQMS IN THE ZEBEDIELA AREA 


 
Influencing 


factors 


Delay by 


Department 


Lack of 


knowledge 


Educators’ 


insecurity 


Poor 


timing 


No 


agreement 


Poor 


design


Yes  42.9 44.2 45.5 53.3 36.4 58.5 


No 26 20.8 11.7 6.5 18.2 10.4 


Undecided 31.2 35.1 42.9 40.3 45.5 31.2 


 


 DISCUSSION OF RESULTS 


 
This table represents the total percentage of responses from the 77 schools in 


connection with factors influencing the slow implementation of the IQMS 


programme. 


 


It clearly reveals that question B2.6 namely: poor design and programmes of the 


system such as the system of self evaluation was the most seriously affected (58.5%), 


followed by B2.4; poor timing by the Limpopo Department of Education such as the 


mixing of the programme with CASS, and exams (53.3%); followed by B2.3 a feeling 


of insecurity by educators with 45.5%; B2.2 a lack of sufficient knowledge by the 


training teams such as district teams with 44.2%; B2.1 the delay by the Limpopo 


Department of Education to save money with 42.9%; and lastly, B2.5 a lack of 


agreement between the Department of Education and educators formation or unions  


with 36.4%.   


 
The graphically representation of these results can be illustrated in figure 4.3. 
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FIGURE 4.3: FACTORS INFLUENCING THE SLOW IMPLEMENTATION 
OF IQMS 
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4.4. LEGAL IMPLICATIONS OF THE PERFORMANCE MANAGEMENT 
SYSTEM 
 


The respondents were also exposed to questions that were aimed at finding out 


whether they had knowledge about the legal implications of the IQMS performance 


management document. Questions B4.1-5 were used to test these and included 


understanding that the documents are legally binding between the Department and 


individual educators; educators’ adherence to performance standards of the 


Department; understanding of the operational requirements of the Department; 


alignment of schools’ goals to the strategic plan of the Department; and educators’ 


adherence to the Department’s performance contract. The results are presented in 


Table 4.4.  
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TABLE 4.4: THE LEGAL IMPLICATIONS OF THE PERFORMANCE 


MANAGEMENT SYSTEM  


 


 Legally 


binding 


document 


Adhering to 


Dept’s 


performance 


Standards 


Understanding 


operational 


requirements 


Aligning 


school’s 


goals to 


Dept’s 


strategic 


plan 


Adhering to 


Dept’s 


performance 


contract 


Yes 31.2 33.8 35.1 33.8 40.3 


No 29.9 23.4 22.1 27.3 28.6 


Undecided 39.0 42.9 42.9 39.0 31.2 


 


DISCUSION OF RESULTS 


 


Table 4.4 shows that the majority of the respondents were undecided as to whether the 


IQMS documents as part of the performance management system are legally binding 


between the Department as the employer and the educator as the employee. Although 


the total “yes” percentages were higher than the total “no” percentages in all 


questions, there was a clear sign of doubt amongst a higher percentage of the 


respondents as they were just in the middle between  “yes” and “no”. 


 


The highest percentage of “yes” responses 40.3% was on the fact that IQMS ensures 


that educators adhere to the performance contract of the Department, followed by 


35.1% that it assists educators in understanding the operational requirements of the 


Department of Education, 33.8% which was a tie between the fact that IQMS ensures 


educators’ adherence to performance standards of the Department and that IQMS 


assists in the alignment of the school’s goals to the strategic plan of the Department, 


and the lowest (31.2%) that IQMS documents assist educators in understanding that 


they are legally binding documents between the Department and the individual 


educator. 


This is also represented in figure 4.4.  
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FIGURE 4.4: THE LEGAL IMPLICATIONS OF THE PERFORMANCE 


MANAGEMENT SYSTEM  
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4.5. AIMS AND OBJECTIVES OF IQMS 


 


The respondents’ depth of understanding of the aims and objectives of the Department 


with the introduction of IQMS was also tested. Questions in B5 and B6 included 


questions such as whether the IQMS programme was conducted for the sole purpose 


of determining the educators’ level of performance, taking stock of their achievement, 


ensuring the reallocation of human resources, ensuring re-prioritisation of physical 


resources, leading to educators’ personal development, leading to whole school 


development, focusing on targets set, and accurately assessing performance. 


 


The responses were as follows in table 4.5.  
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TABLE 4.5: AIMS AND OBJECTIVES OF IQMS 


 


 Performance 


level 


Educators’ 


achievement


Human 


resource 


allocation 


Physical 


resource 


allocation 


Personal 


dev. 


Whole 


school 


dev. 


Set 


targets  


Assess 


accurately 


Yes 46.8 39 28.6 24.7 41.6 53.3 23.4 27.3 


No 19.5 23.4 28.6 29.9 15.6 15.6 26.1 27.3 


Undecided 33.8 37.7 42.9 45.5 42.9 31.2 50.6 45.5 


 


FIGURE 4.5: AIMS AND OBJECTIVES OF IQMS 
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4.6. RESPONDENTS’ OPINIONS ABOUT IQMS 


 
The respondents’ opinions and feelings about the programme were also tested by the 


following questions: IQMS is demoralising educators’ (B5.5), the root cause of 


educators quitting the profession (B5.6.), affecting educators positively (B7.1), a 


permanent feature of the Department (B7.2), must continue (B7.3.), and recognising 


challenges faced by educators (B7.6). 


 


Table 4.6 reflects the results as follows: 


 


 


 







 50


 


TABLE 4.6: RESPONDENTS’ OPINIONS ABOUT IQMS  


 


 Demoralising 


educators 


Educators 


quitting 


Positive 


effect 


Here 


to stay 


Must 


continue 


Recognises 


educators’ 


challenges 


Yes 53.3 52 19.5 49.4 27.3 28.6 


No 27.3 24.7 50.7 29.9 33.8 31.2 


Undecided 19.5 23.4 29.9 20.8 39 40.3 


 
DISCUSSION OF THE RESULTS 


 


The table is reflecting that according to the respondent’s feelings and opinions there 


was a high “yes” percentage (53.3%) who believed that the implementation of IQMS 


was really demoralizing educators. The second highest “yes” percentage (52%) 


indicated that IQMS was seen as the root cause of educators quitting the profession. 


This is further supported by the 50.7% “no” responses on the fact that the 


implementation of the IQMS was not having any positive effect on the educators 


meaning it was having a negative effect. 


 


Thirty three point eight percent answered that the implementation of the IQMS should 


not continue and 49.4% believed it was there to stay while 31.2% were of the opinion 


that IQMS recognises educators’ challenges.   


 


In addition, some of respondents reserved their feelings and opinions on these 


questions. This reflects a picture of uncertainty and confusion that was hampering the 


Zebediela schools in the implementation of the IQMS programme which needs 


appropriate intervention.  


 


This is also illustrated in figure 4.6. 


 


 


 


 







 51


FIGURE 4.6: RESPONDENTS’ OPINIONS ABOUT IQMS 
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4.7. INTERVIEW RESULTS 
 
In this section open-ended questions were set and interviews conducted with 


individual respondents. The main purpose was to find out what factors were 


influencing the implementation of IQMS, the impact of the implementation on the 


teaching profession, motivation, efficiency and service delivery, and possible 


solutions to help facilitate the implementation of the process. 


 


Below follows the responses: 


• Educators were not receiving enough training; 


• Monitors were not monitoring all schools; 


• Feelings of negativity about the system; 


• No communication; 


• Interfering with quality teaching; 


• Developmental Support Group (DSG) also occupied in various learning areas, 


and if going to observe colleagues learners were left idling; 


• A lack of interest and understanding by educators; 


• Unions and the Department of Education not agreeing; 


• Rumours that other districts had discontinued the system; 


• Principals and educators not sharing common understanding; 
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• Many processes that were confronting the educators at the same time such as 


sports and CASS; 


• Training teams not knowledgeable; 


• Limited or insufficient time for training; 


• Department not interested in work-shopping educators by itself and delegating 


the issue to the unions; 


• Wasting time for a 1% salary increase; 


• Workload on educators too high; 


• The system having too much paper work; 


• No assurance that no one was going to lose one’s job in the process; 


• Inefficient and lazy educators giving themselves very high scores; and 


• Uncoordinated activities by the Department of Education. 


 


The respondents were also asked about the possible solutions to the factors 


influencing the implementation of this process.  


 


Their responses were as follows: 


• “Experts” should be “experts” and be able to answer questions and not say 


“Ga ke tsebe” (I don’t know); 


• Schools should be monitored regularly; 


• Training time for workshops be increased; 


• Observers ’ teaching workloads be reduced; 


• IQMS programmes should not be linked to pay progression; 


• Educators’ workload be reduced; 


• Paperwork linked to IQMS be reduced; 


• Revisiting the post allocation model of schools and appoint more educators; 


• Revisiting educators’ conditions of service by adding other incentives except 


meagre salaries; 


•  Lessening the cumbersome process by involving all role players in designing 


and planning of the programme by following the adage “nothing about us 


without us”; 


• Organizing consultative meetings after every step; 
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• Templates such as School Improvement Plans (SIP’s) be sent to schools 


beforehand; 


• Task Teams be permanently employed by the Department; 


•  IQMS be done in the same way as public servants are conducting it; 


• Well-planned programmes; 


• Positive cooperation from educators; 


• Sufficient supply of relevant equipment; 


• Timing of the implementation of the process; 


• Coordination of activities from the provincial office through to the circuits; 


• Revisiting of the self evaluation system; 


• The employer (Department of Education) evaluating educators as employees; 


• The Department stating all over again and doing what it suppose to do; 


• All educators being taken to workshops as the Revised National Curriculum 


Statement is doing with Grade 10 educators. 


  


4.8. THE IMPACT OF THE IMPLEMENTION OF IQMS ON THE 


TEACHING PROFESSION, MOTIVATION, PRODUCTIVITY, 


EFFICIENCY, AND SERVICE DELIVERY 


 


An assessment of the impact of the implementation of the IQMS on the teaching 


profession revealed that most of the respondents indicated that the system was having 


a negative impact of the profession. 


 


In table 4.5, a total of 50.7% indicated that the implementation of system was having 


a negative impact, 72.7% indicated that it was demoralising educators’ and 75.3% 


indicated that it was the root cause of educators quitting the profession.   


 


Demoralised educators are de-motivated educators who are disillusioned, 


unproductive, inefficient, and delivering a very low standard of service to the public.    
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4.9. CONCLUSION 


 


The questionnaire reflected on factors influencing the implementation of the IQMS, 


which included the delays by the Provincial Department of Education to save money, 


the lack of knowledge by training teams, the feelings of insecurity by educators, poor 


timing, the lack of agreement between the Department and educators’ unions, and the 


poor design of the evaluation system as well as the personal interview results. 


  


In the interview results responses appearing many times in the factors influencing the 


implementation of educators’ performance management system were: inadequate 


training, educators’ negativity, waste of time for a 1 % salary increase, uncoordinated 


activities, and job insecurity. 


 


Possible solutions that were suggested included:  increasing time for training, proper 


monitoring, reducing paper work attached to the system, revisiting the self-evaluation 


process, involving educators as role players, and the coordination of activities by the 


Department of Education. 
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CHAPTER 5 


 


SUMMARY, RECOMMENADATIONS AND CONCLUSION 


 


5.1. SUMMARY  


 


The main purpose of this study was to investigate the implementation of the 


educators’ new performance management system the Integrated Quality Management 


System; to identify factors influencing its implementation; its impact on the teaching 


profession; motivation or productivity of educators; efficiency and service delivery; 


and to make appropriate recommendations on speeding up the process of 


implementation of the system. 


 


This aim was achieved through the collection of primary and secondary data and 


analysing them by using a contingency table analysis with the help of the Excel 


computer programme. For the primary data collection, structured questionnaires were 


designed and administered to 77 schools in the Zebediela area. Interviews were 


conducted with a selected sample of only 12 schools from the same area. 


 


These data were captured with the aid of a computer programme, and processed by 


using the Statistical Package for the Social Sciences (SPSS). 


 


The information on the implementation of the Integrated Quality Management System 


for the secondary data collection was obtained from library sources such as the 


Internets while the information from the contingency table analysis was used to 


compute percentages, frequencies and graphs. 


 


The study revealed that the implementation of the IQMS according to the three 


circuits in Zebediela, Moletlane scored the highest (93.7%) of “yes” responses, 


followed by Magatle (89.5%) and Lepelle (80.0%).     


  


An investigation of the factors influencing the implementation of the system clearly 


revealed that of all the factors, the poor timing by the Limpopo Department of 


Education such as the mixing of the IQMS with CASS and exams was the highest 
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(93.5%); followed by the poor design of programmes of the system such as the system 


of self evaluation (89.6%); feelings of insecurity by educators (88.3%); a lack of 


agreement between the Department of Education and educators’ formations or unions 


(81.8%); a lack of sufficient knowledge by the training teams such as District teams 


(79.2%); and lastly delays by the Limpopo Department of Education to save money. 


 


The assessment of the impact of the implementation of the IQMS on the teaching 


profession indicated that a total of 50.7% of the respondents agreed that educators 


were negative about the system which led to demoralised staff members who were 


inefficient, dissatisfied, de-motivated, and thus responding by quitting the profession 


for greener pastures, leading to a high staff turn-over. 


 


5.2. RECOMMENDATIONS 


 


This section examined how a conducive environment could be created for the 


implementation of an educators’ performance management system (IQMS). Such an 


environment can be created through better training, control, involvement, and a proper 


monitoring of the system.     


  


According to Van der Merwe and Miller (1993:78), controlling involves measuring 


the system by appropriate and meaningful measures, which will allow organisations to 


be conversant with the level of implementation and make the right intervention at the 


appropriate time. They also stress the importance of record keeping and appropriate 


delegation of the responsibility for proper control.  


 


Because of the complexity of the implementation of the performance measurement 


system no one has yet been able to point out any simple remedy or remedies that can 


be guaranteed to give the desired results, but organisations can exert influence over 


the process by means of proactive personnel policies, particularly those influencing 


the induction, training, supervisory practices, and the compensation system of 


educators. 
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Below follows some policy recommendations for the Limpopo Department of 


Education to adopt in trying to facilitate the implementation of the educators’ 


performance management. 


 


5.3. POLICY RECOMMENDATIONS FOR THE LIMPOPO DEPARTMENT 


OF EDUCATION ON THE IMPLEMENTATION OF IQMS 


 


Labour is an important factor of productivity and service delivery in any organisation, 


the Department of Education included. In order for the implementation of 


performance management to be sped up, appropriate policies and strategies are 


essential tools to be utilized, thus investing in human capital. Below follows the 


policies and strategies that should be adopted by the Department of Education. 


 


5.3.1. TRAINING AND DEVELOPMENT 


 


Nel et al (2004: 154) maintain that training is a learning experience in that it seeks a 


relative permanent change in an individual that will improve his or her ability to 


perform on the job. Its purpose in the work situation is to develop the ability of the 


individual and satisfy the current and future needs of the organization. It brings about 


behavioural change required to meet management’s goals for the organization. 


 


Development is a process whereby managers obtain the necessary experience, skills 


and attitudes to become or remain successful leaders in their organization, that is 


keeping abreast of new developments in technology, economic, political, legislative, 


and social, as well as in contemporary personnel management practices. It thus refers 


to development possibilities within a job or position for a specific employee, with 


reference to the employee’s personal growth and personal goals.    


 


Peel (1992: 38) suggests that for the individual at the start of his or her career, the 


effectiveness of initial induction training will have a deep and long-lasting effect on 


his or her attitude to work and employment. This training is aimed at introducing new 


employees to the organisation, its products or services, its structures, personnel, 


methods of working, and his or her own role in it. Development, according to Steward 


(1996: 124), is a learning process, which enables a team, or individuals, to acquire, 







 58


practise and apply the knowledge and skills required for effective functioning of a 


group or organisation.  


 


Van der Merwe and Miller (1993: 80) postulate that insufficient and inadequate 


training may lead to dissatisfaction, resistance and thus an increase in labour turn-


over. The training needs must therefore be identified and a planned systematic 


training scheme introduced. This systematic training scheme involves assigning the 


responsibility for training and development to appropriate line managers and ensuring 


that these managers work closely with employees during all the phases of training to 


make it effective. 


 


The Department must thoroughly train managers or school management teams 


simultaneously with educators to make the programme more transparent because 


management teams should have hands-on experience with the implementers of the 


programme namely the educators. This will encourage transparency and openness. 


Haselman (2005:1) agrees in this regard by indicating that a training system within a 


company can educate and stimulate staff at all level  


 


The management teams must be the ones to shoulder the responsibility of controlling, 


monitoring the process and compiling the necessary reports and up-dates about the 


progress made to the Department. This will accord them a good chance of developing 


appropriate intervention strategies at appropriate times to correct the deviation from 


expected results. This is because the management teams are extensions of the 


Department at schools and are officially appointed to carry out supervisory duties 


with all the benefits they entail.  


This will further reduce the risk of distorting information if training has to filter 


through a chain of teams that will ultimately make it lose its intended purpose.  


 


5.3.2. COORDINATION OF ACTIVITIES 


 
Management tools such as planning, organising, monitoring, control, and feedback are 


imperative at all levels of an organisation to encourage the effective and efficient use 


of resources to improve productivity and service delivery. 
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According to Swanepoel, Erasmus, Van Wyk, and Schenk (2003: 169), planning 


should take place at the top management of the organisation, which is called the grand 


or corporate strategy, middle management, the business strategy, and lower 


management, the functional strategy. Top management should draw up a 


comprehensive grand or master plan to guide the organisation’s major actions, middle 


management their plan that supports the mission statement of the top management 


while the lower management must have plans for specific divisions in the 


organisation. 


 


The Department of Education is advised to coordinate its activities to avoid situations 


where important activities to be conducted by the same employees are run at the same 


time. This gives some employees hard ground to stand on and use it as an excuse for 


not carrying out their duties. Thus why there was a high percentage of 93.5% of “yes” 


responses on poor timing that is mixing of IQMS with Cass and exams as one of the 


factors negatively influencing the implementation of IQMS. 


 


5.3.3. WORKING CONDITIONS 


 


Newstrom and Davis (1997: 293) suggest that organisations should recognise their 


responsibility to develop jobs and working conditions that are favourable for 


employees as well as the economic health of the organisation. This can be in the form 


of open communication, an equitable reward system, a concern for employees’ job 


security, satisfying careers, spirituality and wellness, and the participation of 


employees in decision-making. 


 


When employees have a sense of belonging and feel accountable for the success of 


the organisation, their motivation is boosted O’Herron (2005:1). The researcher would 


thus like to recommend the view adopted from Taneja (November 2004:1), which 


states that when everyone in the company is made accountable for the success (profit 


and loss) of the company, a sense of partnership is created. 


 


Nel et al (2004: 45) concur in this regard and term these employees’ attachment to 


and involvement with the organisation, which will reduce the labour turn-over, 
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absenteeism and other forms of withdrawal from the work environment and thus 


increase time spent at work.  


 


The Department of Education is urged to adopt these suggestions to endeavour to 


reduce all forms of dissatisfaction by employees, which merely lead to negative 


situations such as resistant and labour turn-over.   


 


5.3.4. COMPETITIVE SALARIES 


 


The Guernsey Government Department Survey (2001: 14) suggests that organisations 


should make sure that pay levels have not become out of line with similar jobs. This 


survey further emphasises that a good wage administration should be put in place 


since it is the foundation for work stability and employees’ satisfaction in an 


organisation. The survey also notes that employees should be made to understand the 


pay system since this will help to enhance transparency and job satisfaction. 


 


The Department of Education should adopt this suggestion since it will contribute to 


the feeling of equity of the public service with the private sector competitors and 


promote stability. This may be regarded as a market survey compensation system 


wherein the compensation is structured according to what similar organisations are 


paying for similar positions. This will reduce complaints from respondents such as the 


fact that the implementation of the IQMS is a waste of time for only 1% salary 


increase.   


 


5.3.5. STRESS MANAGEMENT INTERVENTIONS 


 


Newstrom and Davis contend (1997: 441) that organisations can reduce stress and 


frustration among employees by getting managerial communication skills, 


empowering employees through participation, redesigning jobs to be more fulfilling, 


implementing organisational development programmes, requesting job transfers, 


finding alternative employment, taking early retirement, or acquiring assertiveness 


skills to confront stressors.  
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The Department of Education is advised to adopt this suggestion by Newstrom and 


Davis as better stress management reduces frustrations, disillusions, inefficiency, 


resistance, and other negative attitudes. Frustrated and disillusioned statements such 


as “nothing about us without us” will not then be regarded as excuses for not 


implementing the performance management system for educators.  


  


5.3.6. ATTITUDE SURVEYS 


 


According to Walters (1996: 8-9), attitude surveys should be conducted annually or 


more frequently to find out what employees like and dislike about their jobs and the 


organisation. This can be in the form of questionnaires, which can be administered to 


select samples of employees on work-related issues and about the organisation itself. 


 


Interviews could also be conducted with selected samples of employees. Employees 


must be given feedback about the surveys and management should apply suggestions 


affecting employees. This will reduce surprise resistance levels when programmes 


such as performance management systems have to be introduced as the employer 


could have recognised signs of dissatisfaction well in advance.  


  


The Department of Education is thus encouraged to adopt the suggestions by Walter 


about doing attitude surveys to reduce the resistance of employees in any programmes 


that they would like to introduce in future. 


 


5.3.7. JOB DESIGN AND TEAM WORKING 


 


Swanepoel et al (2003: 237) concur with Carrell, Grobler, Elbert, Marx, Hatfield and 


Schyf (1998: 110) by arguing that job design determines how work is performed and, 


therefore greatly affects how an employee feels about a job, how much authority he or 


she has over the job, how much decision-making he or she has on the job and how 


much tasks he or she should complete. They also emphasise that a worker’s 


favourable reaction to job design means greater accomplishment, job satisfaction, 


fewer grievances, less absenteeism, and lower labour turn-over.  
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Managers in the Department of Education are thus advised to follow these suggestions 


and incorporate empowering employees. They should give them greater job 


responsibilities, authority for decision-making and delegate jobs to them with less 


supervision. They should also create opportunities for them to acquire new skills and 


perform new tasks. 


 


Newstrom and Davis (1997: 382-385) postulate that team working helps organisations 


to survive in a competitive environment and reduces the employees’ resistance that 


may lead to a high labour turn-over. It allows organisations to have multi skilled 


employees, flexible roles for employees, flexible work systems to redeploy skills 


requiring a rigorous approach to recruitment and selection, encouraging and 


rewarding the acquisition and deployment of new skills and knowledge, a high degree 


of self management, the minimal supervision, and a broader span of control amongst 


supervisors and management staff with an open style of supervision. These is 


supported by the view of Sallis in Steyn (2000: 267) that under an enriched job 


programme responsibility is shared and the manager’s leadership style creates an 


interactive working environment where each employee feels part of the team.   


 


The Department of Education is encouraged to adopt these suggestions to reduce 


resistance to change by employees that will delay the implementation of important 


new systems in the profession such as performance management system. 


  


5.4. CONCLUSION 


 


The primary objective of the study was to identify the reasons (causes) or factors that 


have led to the delay in the implementation of the educators’ performance 


management system, the integrated quality management system in the Zebediela 


district of the Limpopo Province. 


 


Recommendations for the Limpopo Department of Education to speed up the slow 


implementation of IQMS in Zebediela schools were considered as secondary 


objectives of the study. 
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Factors influencing the slow implementation of an integrated quality management 


system are, among others, the delay by the Limpopo Department of Education to save 


money, a lack of agreement between the Limpopo Department of Education and 


educators’ formation or unions, a lack of knowledge by controlling structures, 


mistrust or a feeling of insecurity by staff, poor timing by the Department of 


Education, the poor use and design of systems, misaligned recognition, and the lack of 


a fair reward system.  


 


The recommendations, although general, are indicative of the kind of intervention 


strategies or actions to be taken. This study should be pursued to derive more detailed 


customised action plans from the teaching staff themselves for factors influencing the 


slow implementation of the integrated quality management system.   
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ANNEXURES 


 


Annexure A: 


 


QUESTIONNAIRE ON THE INVESTIGATION INTO THE 


IMPLEMENTATION OF THE INTEGRATED QUALITY MANAGEMENT 


SYSTEM IN LIMPOPO PROVINCE DEPARTMENT OF EDUCATION, 


ZEBEDIEALA AREA 


 


1. Educators and/or principals in the Department of Education, Zebediela Area, 


should complete this questionnaire. 


 


2. The objective of the Research is to find out if the Integrated Quality 


Management System is being properly implemented within the Department of 


Education with special reference to the Zebediela Area. 


 


3. Your contribution is invaluable to the success of the research study. 


 


4. All responses will be treated as confidential. 


 


5. Please return the completed questionnaires to: 


 


Phaahla K.G 


Moropa Secondary 


P.O. Box 132 


            GOMPIES 


0631 


  


 Mobile         :  072 482 3412 


 Tel/Fax No  :  015 662 0114 


 


 


Your co-operation is highly appreciated 
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SECTION A : PERSONAL INFORMATION 


 


Put a cross a cross in the appropriate block such as: 


 


What is your position in the school? 


 


Principal 1 X Deputy 2  HOD 3  Educator 4  


 


1.1.AGE IN YEARS         : 


 


40 & 


below 


1  41-45 2  46-50 3  51 & 


above 


4  


  


1.2.SEX    :  


 


MALE 1  FEMALE 2  


 


1.3.MARITAL  STATUS : 


 


Single 1  Married 2  Divorced 3  Widow 4  


 


1.4.HOME LANGUAGE :  


 


Sepedi 1  Ndebele 2  Venda 3  Tsonga 4  Afrikaans 5  


 


1.5.CIRCUIT                      : 


 


Magatle 1  Moletlane 2  Lepelle 3  


 


1.6.SCHOOL ACHIEVEMENT: 


 


Matric Exemption                1 
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Senior Certificate                 2            


 


Conditional Certificate         3   


 


1.7.UNIVERSITY QUALIFICATIONS:          


 


Technical Qualification      1 


 


Diploma                             2 


 


Junior Degree                    3 


 


          Senior Degree                      4 


 


Master’s Degree                 5  


 


Doctoral Degree        6 


       


1.8.EDUCATIONAL QUALIFICATIONS: 


 


PTC 


 


1  


JSTC 


 


2  


SEC 


 


3  


SED 


 


4  


HED 


 


5  


PTD 


 


6  
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STD 


 


7  


ACE 


 


8  


BED 


 


9  


 


SECTION B 


 


Please use the following scale to answer the following questions: 


 


RATING 


Do not know DK 1 


To no extent NE 2 


To some extent SE 3 


To a great extent GE 4 


To a very great extent VE 5 


 


Put a cross only in the block that corresponds with your answer on the provided 


questionnaire for instance: 


X 


 


SECTION B.1 


 


 DK NE SE GE VE 


  1 2 3 4 5 


B1.1 IQMS is implemented in our school.      


B1.2 IQMS is sufficiently rolled down (from PTT 


through RTT to STD) to educators.  


     


B1.3 IQMS is an appropriate tool for salary increment 


based on an individual educator’s performance.  
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SECTION B.2 


 


 DK NE SE GE VE 


 Slow implementation of IQMS is caused by 


amongst others: 


1 2 3 4 5 


B2.1 Delay by the Limpopo Department of 


Education to save money. 


     


B2.2 Lack of enough knowledge by the training 


teams such as District Teams. 


     


B2.3 Feeling of insecurity by educators.      


B2.4 Poor timing of the Department of Education 


such as mixing of IQMS with CASS and 


exams.  


     


 


B2.5 


 


Lack of agreement between the Department of 


Education and educators’ formations or unions. 


     


B2.6 Poor design and programmes of the system 


such as the system of self-evaluation.  


     


 


SECTION B3 


  


 


DK NE SE GE 


 


VE 


  1 2 3 4 5 


B3.1 IQMS is assisting in achieving Departmental 


objectives. 


     


B3.2 IQMS is assisting in ensuring the discussion of 


departmental targets with 


subordinates/educators. 


     


B3.3 IQMS is insuring clarification of Department’s 


expectations to all educators. 


     


B3.4 IQMS assists in the identification of training 


needs to improve/enhance educators’ 


performance. 
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SECTION B4 


 


   DK NE SE GE VE 


  1 2 3 4 5 


B4.1 IQMS assists educators in understanding that 


IQMS documents are legally binding documents 


between the Department and individual 


educator. 


     


B4.2 


 


IQMS ensures educator’s adherence to 


performance standards of the Department of 


Education.  


     


B4.3 IQMS assists educators in understanding the 


operational requirements of the Department of 


Education. 


     


B4.4 IQMS assists in alignment of the school’s goals 


with the strategic plan of the Department. 


     


B4.5 IQMS ensures educators’ adherence to 


performance contract of the Department of 


Education. 


     


 


SECTION B5 


 


  DK NE SE GE VE 


  1 2 3 4 5 


B5.1 IQMS is conducted with the sole purpose of 


determining the educator’s level of 


performance. 


     


B5.2 IQMS is taking stock of educator’s 


achievement. 


     


B5.3 IQMS ensures the re-allocation or re-


prioritisation of human resources. 


     


B5.4 IQMS ensures the re-allocation of physical      
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resources.  


B5.5 IQMS is demoralizing educators.       


B5.6 IQMS is the root cause of educators’ quitting 


the profession. 


     


B5.7 IQMS is a performance tool that is really 


leading to educators’ personal developmental. 


     


B5.8 IQMS will enrich colleagues irrespective of 


their performance. 


     


B5.9 IQMS will really lead to whole school 


development. 


     


 


SECTION B6 


 


  DK NE SE GE VE 


  1 2 3 4 5 


B6.1 The performance appraisal of educators (IQMS) 


is focusing on targets set. 


     


B6.2 IQMS is assessing performance accurately.      


B6.3 How do you get an explanation of why there is 


a disagreement on rating after evaluation? 


     


B6.4 Evaluation results are discussed with 


appraisees. 


     


B6.5 I do receive assistance to improve performance 


after evaluation. 


     


B6.6 I do give assistance to educators to improve 


performance after evaluation. 
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SECTION B7 


 


   


DK 


 


NE 


 


SE 


 


GE 


 


VE 


  1 2 3 4 5 


B7.1 The effect of the implementation of IQMS is 


positive to educators at our school. 


     


B7.2 IQMS is a permanent feature of the Department 


of Education (here to stay). 


     


B7.3 IQMS must be continued.      


B7.4 Full cooperation between Department of 


Education and educators’ union will speed up 


implementation of IQMS. 


     


B7.5 Educators are positive about IQMS at our 


school. 


     


B7.6. IQMS is recognizing challenges faced by 


educators.  
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Annexure B: 


 


INTERVIEW ON THE INVESTIGATION INTO THE IMPLEMENTATION 


OF THE INTEGRATED QUALITY MANAGEMENT SYSTEM IN LIMPOPO 


PROVINCE DEPARTMENT OF EDUCATION, ZEBEDIELA AREA 


 


1. Principals in the Department of Education, Zebediela area will be interviewed. 


2. The objective of the interview is to establish the reasons why the 


implementation of the integrated quality management system is moving at a 


snail’s pace in the Zebediela area with the aim of trying to propose a strategy 


of accelerating the pace for the benefit of all stakeholders. 


3. Your contribution is invaluable to the success of the research study. 


4. All responses will be treated as confidential. 


5. Please return the completed questionnaire to: 


Phaahla K.G  


      Moropa Secondary 


           P.O. Box 132 


           GOMPIES  


           0631 


 


Your co-operation is highly appreciated. 
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SECTION 1 


 


Respond to the following questions by putting a cross in the appropriate block’ for 


instance: IQMS is an acronym for integrated quality management system.   


YES 1 X  NO 2  


 


1.1. Have you attended any integrated quality management system workshop for the 


past three months? 


YES 1   NO 2  


 


1.2. Did the District Task Team facilitate the workshop, if any? 


 


YES 1   NO 2  


 


1.3. Did the workshop, if any meet your expectations? 


YES 1   NO 2  


 


1.4. How long did the workshop last? 


YES 1   NO 2  


 


1.5. Do you feel empowered to pass the information on to colleagues in the form of a 


workshop? 


YES 1   NO 2  


 


1.6. Did your union arrange for any workshop about the integrated quality 


management system? 


YES 1   NO 2  


 


1.7.  Did you set time aside to report back to fellow staff members at your station after 


any workshop? 


YES 1   NO 2  
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1.8. Did you seek for any intervention or help from any colleague or anybody about 


integrated quality management system more than once? 


YES 1   NO 2  


 


1.9. Are your fellow staff members comfortable about the system? 


YES 1   NO 2  


 


1.10. Are you ready to be evaluated? 


YES 1   NO 2  


 


 


SECTION 2 


 


OPEN-ENDED QUESTIONS 


 


2.1. What do you think delays the implementation of the integrated quality 


management system? 


 


…………………………………………………………………………………. 


…………………………………………………………………………………. 


…………………………………………………………………………………. 


………………………………………………………………………………….. 


…………………………………………………………………………………… 


 


 


2.2. How do you think this slow implementation of the system can be sped up? 


………………………………………………………………………………………….. 


………………………………………………………………………………………….. 


…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


………………………………………………………………………………………….. 
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2.3. What is your view about training received on IQMS? 


…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


………………………………………………………………………………………….. 


 


2.4. What are educators’ general perceptions or attitudes on IQMS in your school? 


 


…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


………………………………………………………………………………………… 


 


2.5. Do you think there is anything that is not carried out well in the implementation 


of this system? 


 


…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


………………………………………………………………………………………….. 


 


2.6. How do you think what is not carried out well can be changed or corrected? 


 


…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


………………………………………………………………………………………….


………………………………………………………………………………………….. 


2.7. Any other comment about the integrated quality management system of essence 


that you feel the interview is leaving behind. 
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…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


…………………………………………………………………………………………


………………………………………………………………………………………… 


 


 


THANK YOU FOR YOUR VALUABLE TIME AND COOPERATION. YOUR 


ANSWERS ARE VALUABLE FOR YOUR ORGANIZATIONAL 


DEVELOPMENT. 
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ABSTRACT 


 


The main purpose of the study was to investigate the implementation of a 


performance management system for educators, named by the Department of 


Education: the Integrated Quality Management System (IQMS). The investigation 


took place in the Zebediela schools of the Limpopo province. The research study 


targeted members of the School Development Teams (SDT’S) and the Principals of 


the schools in their capacity as accounting officers. The investigation was done by 


identifying the possible factors influencing the implementation of the system and its 


impact on the teaching profession, the motivation/productivity of educators and the 


efficiency of service delivery. Appropriate recommendations were suggested to 


improve the implementation of the IQMS. 


 


The study obtained primary data through structured questionnaires, interviews and 


secondary sources. Questionnaires were administered to all the 77 schools in the 


Zebediela area and personal interviews were conducted with a minimum of 15% of 


the population (schools) in each circuit of the Zebediela area. Ethical considerations 


were adhered to and all responses were treated as confidential while the names of the 


respondents will not be published if this research is published.  


 


The collected data were analysed using the Statistical Package for Social Sciences 


(SPSS) with the aid of a contingency table analysis. The findings suggest that the 


implementation of the Integrated Quality Management System in Zebediela area is 


very slow while numerous respondents were undecided as to whether there was really 


implementation in the schools or not. This research attributed this slackness to various 


factors ranging from insufficient training, uncoordinated activities, lack of 


commitment, a high workload for only a low salary increase percentage and the slow 


progression through the professional ranks. All these factors were leading too the low 


morale of the educators. 


 


Based on the findings it is recommended that the Department of Education as an 


employer should offer thorough training and development for educators, well 


coordinate activities, competitive salaries, proper job design and team work, 


favourable working conditions and a better promotional system. 







 ii


These interventions will contribute to an increase in the motivational levels of 


educators’ that will ultimately uplift the low morale of educators.      
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