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ABSTRACT 

Performance management systems (PMSs) are an important part of human resource management 

in any organisation and play an authoritative role. Performance management (PM) is now seen as 

a strategic initiative to enhance employee performance and consequently that of the organisation. 

Such a strategy is possible when management uses the information generated by PM to 

determine employees’ past, present and future performance. Although educational organisations 

are different from other organisations in terms of their activities, the management structures do 

not differ much. Thus, educational institutions face the same administrative issues as other 

organisations, including the issues related toPMSs. This study examined teachers’ perspectives 

of the determinants of teachers’ performance management satisfaction in the Saudi Ministry of 

Education. The main aim of this study is to analyse the factors influencing the effectiveness of 

the PMS, it also to develop a conceptual framework of how effective performance management 

system lead to teachers’ satisfaction and loyalty and commitment in achieving the organisational 

goals.  This is accomplished through a self-administered questionnaire survey of teachers, 

designed to measure teachers’ opinions of the performance management system. A total of 502 

teachers completed the survey. The findings of the study demonstrate that an accurate 

performance management system should comprise aspects such as strategic planning and goal-

setting, ongoing feedback, clear and balanced performance appraisal (PA), fairness of PAs, pay 

for performance, training and development, promotion decisions, management commitment, 

involvement in the PM process and understanding of the purpose of the PMS.  
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1. INTRODUCTION 

Enhancing performance is the main aim of most organisations today, and performance 

management (PM) is part of a link between organisational strategy and results (Bhatia, 2006). 

Walters (1995) defines PM as the ‘process of directing and supporting employees to work as 

effectively and efficiently as possible in line with the needs of the organisation’. According to 

Williams (2002), the aims of PM are to create a shared vision of the goals and objectives of an 

organisation and to help employees to understand and recognise their duties and responsibilities 

in contributing to managing and improving both themselves and their organisation.  

Educational institutions, including schools around the world, face major challenges in providing 

quality education (Darling-Hammond & Richardson, 2009). Therefore, most educational 

planners and policy makers have made PM a tool for teachers’ professional development, with 

the goal of raising the quality of education. Thus, one of the most crucial factors that may 

improve teachers’ performance is an effective PMS. This system is capable of influencing 

teachers’ behaviour and improving school performance (Gentle, 2001). Tomlinson (2000) views 

PM as a tool that helps the continuous improvement of teachers’ performance, along with the 

development of competence and realisation of potential, noting that PM is about setting 

expectations and plans and helping teachers to work as professionals. Gentle (2001) argues that 

PM should permeate the school environment on a daily basis and should not be seen as a simple 

one-off event of filing out an annual performance form. Furthermore, Gentle (2001) argues that 

PM should be used to help individuals understand what their organisation is trying to achieve 

and how this can be accomplished. PM is a means of managing individuals to ensure that 

organisational objectives are met through appropriate tasks, so in schools PM can be described as 

a mechanism to improve and develop teaching and learning. A well-designed teacher PMS 

enables school management to evaluate teachers’ performance, identify and encourage good 

performance, recognise areas for development and improve teachers’ overall performance 

(Tomlinson, 2000). 

As with businesses, educational organisations also need PM to improve the quality of education 

provided and thus meet organisations’ expectations. Upper management in educational 

institutions need to acquire the competencies for designing and implementing effective PMSs 

(Darling-Hammond & Richardson, 2009). Designing and implementing a poor PMS can result in 

inaccurate evaluations and low levels of employee loyalty, commitment, motivation and 

satisfaction (Elliott, 2015). Accordingly, unclear objectives and a lack of understanding about the 

main elements of PM are the main reasons behind PM schemes’ failure to meet expectations and 

employees dissatisfaction. 

Researchers have found that individuals’ satisfaction with PMSs plays an important role in 

developing functional and organisational attitudes and enhancing motivation to increase 

performance (Taylor et al., 1995). According to Cardy and Dobbins, (1994) when employees 
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believe the PMS is biased and unfair, this can be a source of employee dissatisfaction with the 

system. Employees’ attitudes towards the PMS are a critical aspect of the effectiveness of the 

system. Dissatisfaction and perceptions of injustice and inequality in evaluations might lead to 

the failure of the system. Dissatisfaction with the procedures may lead to employee turnover and 

lack of motivation; it can also be difficult to link performance to reward if the appraisee 

experienced inadequate satisfaction with the process (Cawley et al., 1998). Satisfaction in 

relation to PMSs is an important factor that influences employees’ productivity, motivation and 

commitment. Such systems are designed to motivate employees to achieve organisational goals 

(Mohrman& Lawler, 1998). This study examined teachers’ perspectives of the determinants of 

teachers’ performance management satisfaction in the Saudi Ministry of Education. The main 

aim of this study is to analyse the factors influencing the effectiveness of the performance 

management systems, it also to develop a conceptual framework of how effective PMSs lead to 

teachers’ satisfaction and loyalty and commitment in achieving the organisational goals.   

2. LITERATURE REEVIEW 

PM has been defined by Armstrong (2009, p. 1) as a ‘systematic process to improve the 

performance of a company by developing the individual’s and team’s performance. To reach 

these outcomes PM should be understood and implemented using an agreed framework of 

planned goals, standards and competency requirements’. PM is an instrument used to assess and 

improve the effectiveness of individuals in the workplace, an effective PM process, in terms of 

formal use, helps the administrative and human resource departments in determining promotions, 

remuneration and compensation. It also simplifies the function of human resources in 

determining and evaluating HR programmes for training needs (Anderson, 1993). In other 

words, by analysing the results of PM, HR departments can unveil both the weaknesses and 

strengths of their employees and involve them in appropriate training programmes to help them 

maintain the required quality of work.A PMS is considered one of the most complicated policies 

in any organisation (particularly in the public sector due to the intangible nature of many public 

organisations). In practice, the outcomes of PM in most organisations are often unsatisfactory, 

with both employees and managers holding negative perceptions about them and most managers 

relying on their personal experience when judging employees, so the process loses objectivity. In 

fact, Grint(1993, p. 64) wrote that “rarely in the history of business can such a system have 

promised so much and delivered so little”. PM and PA have long been the subject of criticism: 

over half a century ago, MacGregor (1957) noted limitations about appraisers and supervisors 

‘playing god’ and undertaking mysterious personality evaluations instead of concentrating on job 

performance. Many managers and employees have reservations about the ability of PMS to serve 

its intended purposes as there are specific problems which may negatively affect the efficiency of 

the process. Performance management systems are generally important for employees’ 
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development, motivation and retention. Such results will not be obtained if individuals are not 

satisfied with the process.  When individuals perceive the system unfair and dissatisfied with the 

system, they will be less likely to use performance evaluations as feedback to improve their 

performance (Ilgen, et al., 1979). Employees perceive a PMS to be a form of management 

surveillance and control ifthey do not accept it, and they may perceive the PM process as a form 

of surveillance and administrative control that is used to monitor performance and increase their 

administrative and compliance burdens. This is likely to manifest itself as negative attitudes 

about the PM process and make employees feel they are under a spotlight in front of 

management when they are appraised (Prowse and Prowse, 2009, p. 72). Due to work pressure, 

deadlines and time constraints, employees may view the administrative tasks related to the PMS 

as of secondary priority and perhaps even resist them altogether (de Waal and Counet, 2009, p. 

368). Organisations must therefore shift from older forms of leadership, control and 

bureaucratic culture to a more modern, performance-oriented culture that drives employees to 

accept performance systems as they are seen to be beneficial for all (Brudan, 2010, p. 116). 

Satisfaction with PMSs is an important factor influencing productivity, motivation and 

employees’ commitment. Such systems are designed to motivate employees to achieve 

organisational goals. Unless employees are satisfied with these systems and support them, the 

systems will ultimately be unsuccessful (Mohrman and Lawler, 1981). 

3. ADAPTION OF THE CONCEPTUAL FRAMEWORK 

This study investigates how effective PM can lead to teacher satisfaction with PM and positive 

performance and how these can be related to variables such as strategic planning and goal 

setting; on-going feedback; PA processes; pay-for-performance; training and development needs; 

promotion; management commitment; the perceived fairness of PM; teachers’ involvement in 

developing PM; and teachers’ awareness of the purpose of PMSs. How these variables affect the 

PMSs used for teachers in the Saudi education sector, as perceived by teachers, is thus 

investigated. The relationships in the hypothesised model of study are conceptually defined in 

Figure 1. 
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Figure 1 Hypothesised model of study 

3.1. Strategic planning and goal setting 

According DeCenzo et al. (2015) stated that PMSs enable employees to participate in goal 

setting in order to improve their commitment to their performance. He added that organisational 

goals should be transformed into individual goals to better integrate employees and the 

organisation. This relates positively with employee behaviour, which, in turn, has the most direct 

relationship with organisational performance, as well as greatly being able to determine an 

employee’s satisfaction. Goal-setting theory argues that appraisal criteria and performance 

objectives should be clear and understandable in order to motivate employees. If performance 

goals are clearly set out and linked to individuals’ goals, everyone can work towards the 

successful outcomes of these plans (Locke & Latham, 2002). Employees with clear objectives 

are far more motivated to execute their duties well and show more job satisfaction than those 

without them (DeCenzo et al., 2015). When employees believe that they are able to achieve 

performance objectives, it gives them a feeling of satisfaction. Employees with unknown 
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performance objectives and tasks have lower performance than their colleagues who have 

relatively clear goals and objectives. Hence, the following hypothesis can be formulated:H1: 

Strategic planning and goal setting is significantly and positively related to PMS satisfaction.  

3.2. Feedback 

Feedback is the information that employees receive about their performance, behaviours and 

attitudes and about how others are assessing this information, which is considered to be a 

significant factor of any effective PMS in organisations (DeNisi &Sonesh, 2011). Feedback is an 

important organisational resource that managers can use to “motivate, direct, and instruct the 

performance of subordinate members” towards organisational goal achievement (Ashford & 

Cummings, 1983, p. 371). Providing feedback for employees has strategic value for 

organisations (Steelman & Rutkowski, 2004), and therefore, it is important to understand its role 

in improving employees’ performance and the work outcomes in organisations, in order to better 

direct it towards the achievement of organisational goals. Additionally, Deci and Ryan (2000) 

identified that open communication with managers and employees does not result in negative 

perceptions; it is an important factor that leads to improvements in employees’ attitudes towards 

PMSs. In the same vein, Robertson and Stewart (2006) stated that managers who provide honest 

and accurate feedback were considered to be more procedurally and informationally fair. Hence, 

the following hypothesis can be formulated:H2: On-going feedback is significantly and 

positively related to PMS satisfaction.   

3.3. Accurate and balanced PA process 

Henderson (1984) says that an effective performance review should be based on measuring an 

employee’s contribution to the job instead of the employee’s activities or personality. When a 

performance review is conducted, individuals’ performance should be measured against 

performance standards (Aguinis, 2015) as employees cannot be expected to work effectively if 

they are not aware of what they are to be evaluated against. So, precise performance results can 

lead to accurate HR decisions regarding areas such as rewards, training, promotion and transfer 

and termination decisions, which, in turn, can lead to increased employee motivation and 

commitment to organisational goals and, ultimately, to satisfaction with PMSs.  According to 

Igbojekwe et al. (2015), the failure to match performance standards and performance goals and 

objectives leads to misunderstandings, poor morale, a lack of job satisfaction and ineffectiveness. 

Dissatisfaction with evaluations may lead to a decline in motivation and a sense of injustice. The 

lack of accurate results relating to the evaluation process will make it difficult to link 

performance to administrative decisions, such as promotions, rewards, training and development 

(Lawler, 1967). Studies have shown that the accuracy of appraisal results has an impact on 
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satisfaction and, hence, on factors such as productivity, motivation and organisational 

commitment (Cawley et al., 1998). Appraisal systems are designed to motivate employees and 

direct their efforts towards achieving goals. If they are not accurate, there will be no satisfaction 

on the part of the staff, and they will not support its implementation, and therefore, it will not 

succeed in the end (Mohrman& Lawler, 1981). Hence, the following hypothesis can be 

formulated:  

H3: Clear and accurate performance appraisal processes are significantly positively related to 

teachers’ satisfaction with PMSs. 

Perceived fairness of PA 

In a PM process, employee attitudes towards the system are significantly correlated with the 

satisfaction with the system. According to Boswell and Boudreau (2002), employees’ 

perceptions of the fairness of the PA process are considered an important factor that contributes 

to its success. Employee perceptions of the fairness of the system have an influence on the 

effectiveness of the system because fairness is related to the confidence in and, therefore, the 

satisfaction with the system (Kavanagh et al., 2007). A study conducted by Landy et al. (1978) 

on the perceived fairness and accuracy of appraisal systems found that the value of a system not 

only relies on the physical characteristics of the appraisal tools but may also be influenced by the 

perceived fairness of the process. Patrick and Ozturen (2014, p. 965) stated that “employees are 

believed to show a positive reaction towards their jobs if they perceive fair treatment of the 

appraisal system in the workplace. Furthermore, the workers’ reaction towards the appraisal 

mechanism plays a crucial role in overall job satisfaction”. Hence, the following hypothesis can 

be formulated: H4: The fairness of performance appraisal is positively and significantly related 

to satisfaction with the PM process.  

3.4.Pay for performance (PFP) 

PFP is defined as pay for employees according to their perceived merit, rather than their length 

of service, qualifications and other attributes (Stone, 2008), and its main aim is to retain and 

motivate employees. Heneman and Gresham (1998) stated that it is the way that organisations 

reward their employees for their time and hard work. Supporters of PFP claim that rewarding 

employees for good performance helps in attracting, retaining and motivating employees (Wragg 

et al., 2004). Thus, the reward can be seen as an important element in determining the 

motivational value of the reward. In addition, there is a strong belief that when highly skilled 

qualified employees are rewarded based on their performance, they are attracted to the 

organisation and want to remain with it as long as possible. Based on self-efficacy expectancy 

theory (Vroom, 1964), rewards motivate employees to work harder and thus improve 
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performance as promotion and punishment guide human behaviour. Individual performance will 

improve when rewards are highly related to performance. Additionally, behavioural management 

theory (Lehman & Geller, 2004) states that PFP enhances the efforts of individuals and thus 

improves performance. Therefore, there is a direct correlation between PFP and increased 

organisational commitment and employee satisfaction (Moon, 2000; Murlis, 1992; Murnane & 

Cohen, 1986). Hence, the following hypothesis can be formulated: H5: Pay-for-performance is 

significantly and positively related to teachers’ satisfaction with PMSs. 

3.5.Training and development needs 

A PMS encourages individuals and the organisation to improve overall performance and growth, 

and it plays an important role in determining the training and development that individuals and 

groups require (Adhikari, 2010).Coelho and Moy (2003) further stated that the stability of an 

organisation is closely linked with the continuous improvement of the performance of its staff, so 

organisations invest time and money in determining the method that can best improve 

performance through the selection of a well-designed PMS.Various research indicates the 

positive impact of training on employee productivity, and it is considered to be the most 

widespread way of improving the productivity and performance of individuals. Investing in 

improving the performance of employees and training them in teamwork and problem solving 

has a positive impact on the growth of organisations as well as on the work of employees. 

According to Kabaka et al., (2014), studies indicate that employee training and development lead 

to job satisfaction.  Training lends a hand to employees as it helps them in their development and 

growth. Hence, it is important that training also motivates them to achieve organisational goals 

and objectives (Raziqa& Maulabakhsh, 2015). Appropriate training based on evaluation results 

gives employees a sense that the evaluation process is fair and thus improves their attitudes 

towards the PM process as a whole. The main purpose of a PMS is improving employees’ 

performance, and when employees are aware of the main purpose of the process, their 

satisfaction with the process will increase. Hence, the following hypothesis can be formulated: 

H6: There is a significant relationship between training and teachers’ satisfaction with PMSs. 

3.6. Promotion 

Promotion on the basis of PM results is also a very common method, whereby the best 

performing employees are moved to higher positions. It leads to employee satisfaction and 

motivation with higher pay and duties. According to Hannagan, (2002), promotion builds 

employee loyalty, reduces employee turnover, encourages self-development and creates an 

interest in training and development. If the promotions are well implemented, they may lead to 

increased motivation. However, some organisations do not commit to the promotion procedures, 
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which results in a lack of employee satisfaction. Therefore, clear promotion policies should be 

put in place. Promotions based on merit are carried out by many organisations as a way of 

stimulating better performance. Promotions based on merit are seen as a fair way of rewarding 

employees with high performance, thus encouraging all employees to strive for better 

performance. it provides employees with functional and moral satisfaction and increase the 

productivity of the organisation as its growth needs can be met with existing staff: Promotions 

that take place within an organisation reduce employee turnover and training and recruitment 

costs (Hannagan, 2002). Hence, the following hypothesis can be formulated: H7: There is a 

significant relationship between training and teachers’ satisfaction with PMSs. 

3.7. Management commitment 

Abu Mansor et al. (2012), in their study about the determinants of PMSs, stated that the 

implementation of a PMS in an organisation is largely affected by management commitment.  

Therefore, management must be committed to implementing performance management, be 

responsible for this applied system and be able to invest its resources to achieve the desired 

benefits of the system, otherwise the system will be considered a waste of time, and neither the 

employees nor the organisation will experience success through the implementation of the 

system. Du Plessis (2007) states that the implementation of a PMS usually faces resistance from 

employees. In order to mitigate this resistance, management should be well trained and 

committed to the implementation process to gain maximum benefit. If the information is 

insufficient and there are political complications in performance management systems, through 

adequate management it can still provide effective guidance and a means of control, which can 

improve PM results and, in turn, employee satisfaction. According to De Waal and Counet’s 

(2009) study, management commitment to the implementation of performance management 

systems will result in effective PM that improves the performance and overall quality of 

employees’ performance and in gains in employee satisfaction. When management is committed 

to PM processes, such as goal setting, giving feedback, and providing accurate PM results, which 

are followed up by the appropriate HR decisions, such as those relating to rewards, promotions 

and training, employee satisfaction with PMSs will definitely increase. Hence, the following 

hypothesis can be formulated: H8: Management commitment to the PM process is positively 

related to satisfaction with the PM process.  

3.8.Involvement in developing PMSs 

When reviewing the literature, researchers in the field of participation in decision-making prove 

that greater participation leads to greater employee satisfaction. Jones (1997) stated that 

participants’ experiences shorten time and provide information on what should be applied or 
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avoided, what strategies are successful and what are the best ways to meet the needs of 

participants. Therefore, when employees are involved in the development of PMSs, evaluation 

standards and procedures, the likelihood of satisfaction and acceptation is very high. Fullan and 

Hargreaves (1996) argue that there may also be a fear of change, which alienates individuals 

from reforming practices at work and is offset by resistance or the unwillingness to change, and 

this may affect the success of the initiative. Therefore, there is a need to involve employees in 

the design, development and implementation of PMSs. Aguinis (2015) emphasised that it is 

necessary to involve employees in the PM process because it gives them a sense of fairness and a 

feeling of security regarding the process. Their involvement also increases the teachers’ 

commitment to meeting performance objectives. Additionally, according to Murphy and 

Cleveland (1995), individuals’ satisfaction with the PM process usually depends on their 

involvement in setting the PM standards. They also feel satisfied when they have enough 

comprehensive knowledge of PM standards and procedures. It is against this background that 

many researchers support greater employee involvement in the development of PM procedures 

and criteria; in this way, the PM process can be a more constructive process that enhances the 

professional development of individuals (Mo et al., 1998; Stiggins &Bridgeford, 1985). Hence, 

the following hypothesis can be formulated: H8: Involving teachers in designing the criteria for 

performance will lead to teachers’ satisfaction with the PM process. 

3.9.Awareness of the purpose of PMSs 

Usually, training for appraisers in the PM process is emphasised, and employee training in this 

area is frequently overlooked (McMahon, 2009). In this regard, the importance of informing 

employees about the system’s objectives, their role in them and the best practices for receiving 

feedback and interacting with management should not be underestimated. Indeed, if employees 

have this information, it might reduce their resistance to the PMS and increase acceptance. 

Employees themselves may lack training on the importance of such systems in improving their 

performance, how to set objectives and how to prepare for performance review meetings (Fryer 

et al., 2009). Management should therefore be responsible for educating employees to improve 

their attitude towards PM by emphasising its benefits to them, such as in terms of developing 

their skills, identifying their training needs and examining their suitability for pay rises or other 

rewards. Management should ensure that employees are involved in the PM process and aware 

of the advantages provided by the PMS. Employees should understand that the PM is not being 

conducted to find mistakes but, instead, to improve teacher performance through identifying 

development and training needs. According to Patrick and Ozturen (2014), individuals are 

thought to react positively towards their PMS if they understand its purpose in the workplace. 

Furthermore, this reaction plays an important role in their overall job satisfaction. Hence, the 
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following hypothesis can be formulated: H10: Teachers’ awareness of the purpose of PMSs will 

lead to an improvement in teachers’ attitudes towards the PM process.  

4. METHODOLOGY 

As mentioned above, the main aim of this research study is to investigate the factors and 

determinants affecting satisfaction with the teachers’ PM system in a Saudi setting. This study 

follows a quantitative approach to achieve the research aims. This is achieved by measuring 

participants’ perceptions of the identified research questions. Primary data was collected using a 

questionnaire, the study explores participants’ opinions and evaluates the perceptions of Saudi 

public schoolteachers in relation to PMS issues. This makes it possibleto achieve the aims and 

objectives of the study and to test the proposed hypotheses. Thus, a questionnaire was developed 

to gather primary data related to the topic. Statistical methods are also introduced to analyse the 

collected data. This study was carried out using data from male and female teachers from all 

Saudi regions. The total number of completed surveys returned was 502.The quantitative 

research method is used to shed light on the nature of the PMS practices existing in the Saudi 

Ministry of Education and their effectiveness. In particular, the quantitative research approach 

facilitates the investigation into and measurement of teachers’ views on the PMS process and the 

extent to which the process influences teachers’ job satisfaction. In this study, a web-based 

survey was used to collect data, due to the ease in reaching the largest number of teachers. Then, 

a five-point Likert scale was used to check the respondents’ beliefs and opinions about their 

satisfaction with and acceptance of the PMS. 

5. DADA ANALYSIS 

The main reason for this research study was to identify and examine factors affecting Saudi 

teachers’ satisfaction with the PMS. Here, two distinct statistical software tools were used to 

achieve the main study goals. Statistical product and service solution (SPSS) was used to analyse 

the preliminary data, while AMOS was deployed for structural equation modelling (SEM).  

5.1. Descriptive Statistics Analysis and Correlation 

Percentage, means, standard deviation and Pearson’s correlations for each factor are presented in 

the following tables. 

 Strategic planning and goals setting 
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Percentage, the means, standard deviation and Pearson’s correlations for strategic planning and 

goals setting are presented on table 1.1 The average mean is 4.30 with small standard deviations 

and fairly moderate correlation. 

Table 1-1 Descriptive statistics and correlations of the perception of Strategic planning and 

goals setting 

 

 On- going feedback 

Percentage, means, standard deviation and Pearson’s correlations for On- going feedback are 

presented on table 1.2. The average mean is 4.34 with small standard deviations and fairly 

moderate correlation. 

Table 1-2 Descriptive statistics and correlations of the perception of on-going feedback 

Items Mean SD  1 2 3 

S/D D U A S/A 

Constructive feedback helps 

teachers to improve their 

performance  

4.32 .894 3.0 3.8 3.0 45.0 45.2 - 

 

  

Giving Feedback in periodic 

clarifies teachers’ weakness and 

strengths 

4.26 .915 1.6 2.4 4.6 41.2 50.2 .768** -  

On-going feedback helps to 

improve the communication 

4.36 .811 1.8 3.6 3.8 33.7 57.2 .779** .705** - 

Questions Items Mean SD Percentage     1 2 3 4 
S/D D U A S/A 

Individual performance 

should be aligned to 

organizational mission 

and objectives 

4.28 .871 2.2   3.0 5.6 42.6 46.6 -    

clear Mission and vision 

should direct teachers to 

achieve organisational 

goals 

4.30 .805 1.4 3.0 4.4 46.2 45.0 .808**    

An important aspect of 

performance management 
is the setting of goals and 

objectives 

4.31 .874 3.0 1.8 4.0 43.2 48.0 .813** .849**   

Performance expectations 

need to be set at the 

beginning of the year in 

alignment to strategic 

objectives 

4.32 .894 2.6 3.4 3.4 41.0 49.6 .745** .869** .792** - 
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between teachers and head 

teacher 

Note:  N=502 and **correlation is significant at the 0.01 level (2-tailed) and *at the 0.05 level (2-tailed).  

 Performance appraisal process 

Percentage, means, standard deviation and Pearson’s correlations for On- going feedback are 

presented on table 1.3. The average mean is 4.34 with small standard deviations and fairly 

moderate correlation. 

Table 1-3 Descriptive statistics and correlations of the perception of PA stage 

Items Mean SD  1 2 3 4 

S/D D U A S/A 

The appraisal criteria in 

evaluating performance 
should be made clear 

4.41 .877 1.8 1.4 3.0 34.1 59.8 -    

the appraisal results 

should be clear and 

reflect actual teachers’ 

performance 

4.50 

 

.799 2.2 1.6 8.4 28.4 59.2 .851** -   

Formal review meeting 

is an important aspect of 

PMS that helps in 

improve teachers’ 

performance 

4.18 .993 4.8 2.8 4.8 44.2 43.4 .631** .695**   

The appraisal form 

should contain clear 

defined criteria 

4.28 .846 2.4 2.2 4.6 44.6 46.2 .690** .769** .718** - 

Note:  N=502 and **correlation is significant at the 0.01 level (2-tailed) and *at the 0.05 level (2-tailed).  

 Fairness of PA process 

Percentage, means, standard deviation and Pearson’s correlations for fairness of PA process 

presented on table 1.4. The average mean is 4.34 with small stander standard deviations and 

fairly moderate correlation. 

Table 1-4 Descriptive statistics and correlations of the perception of perceived fairness of 

PA process 

Items Mean SD  1 2 3 

S/D D U A S/A 

PM process should be fair 4.46 .785 1.8 1.4 3.4 36.1 57.4  

- 

  

Appraisal should be based 

on quantity and quality of 

the work not on 

4.31 .766 1.4 1.8 4.8 48.0 44.0 .808**          
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personality 

Head teachers should 

receive training on 

conducting PM process  

4.27 .775 1.6 1.4 6.4 49.6 41.0 .808**        .807** - 

Note:  N=502 and **correlation is significant at the 0.01 level (2-tailed) and *at the 0.05 level (2-tailed).  

 Pay for performance 

Percentage, means, standard deviation and Pearson’s correlations for Pay for performance are 

presented on table 1.5. The average mean is 4.25 with small standard deviations and fairly 

moderate correlation. 

Table 1-5 Descriptive statistics and correlations of the perception of Pay for performance 

Items Mean SD  1 2 3 

S/D D U A S/A 

The existent of good reward 

system motivates teachers 

and increase their 

commitment to achieve 
organisational goals 

4.19 .920 2.8 4.4 4.4 48.6 39.8  

- 

 

  

Reward teachers helps in 

maintaining desired 

performance levels. 

4.36 .823 2.8 4.4 4.8 47.6 40.4 824**                       

There should be an incentive 

scheme to high performer 

teachers on top of annual 

payment increase  

4.23 .914 2.6 3.8 6.0 43.4 44.2 903**                 665**           -     

Note:  N=502 and **correlation is significant at the 0.01 level (2-tailed) and *at the 0.05 level (2-tailed).  

 Training and development needs 

Percentage, means, standard deviation and Pearson’s correlations for training and development 

needs presented on table 1.6. The average mean is 4.45 with small standard deviations and fairly 

moderate correlation. 

Table 1-6 Descriptive statistics and correlations of the perception of training and 

development needs 

Items Mean SD  1 2 3 

S/D D U A S/A 

Teachers should be 

provided with training 

needs based on their PA 

results 

4.38 .862 2.8 1.6 3.8 38.2 53.6  

- 
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Teachers should be 

effectively provided with 

adequate development 

opportunities in order to 

improve performance. 

4.58 .687 1.0 1.2 1.0 32.5 64.3 686**                  

Management should take 

corrective measures such 

as systematic remedial or 

development support to 

help underperforming 

teachers 

4.40 .925 3.4 1.8 5.0 30.9 59.0 865**           745**            -     

Note:  N=502 and **correlation is significant at the 0.01 level (2-tailed) and *at the 0.05 level (2-tailed).  

 Promotion decisions 

Percentage, means, standard deviation and Pearson’s correlations for Promotion decisions are 

presented on table 1.7. The average mean is 4.43 with small standard deviations and fairly 

moderate correlation. 

Table 1-7 Descriptive statistics and correlations of the perception of Promotion decisions 

Items Mean SD  1 2 3 

S/D D U A S/A 

Promotion decisions should 
be based on performance 

appraisal results 

4.45 .802 1.4 2.2 4.2 32.3 60.0  
- 

 

  

Promotion decision should 

be fair and not based on 

personal relationships 

4.44 .741 0.6 2.6 3.8 38.6 54.4 .703**                     

Fair promotion decision 

motivates teachers increase 

their commitment to achieve 

organisational goals 

4.42 .878 1.8 4.4 2.0 32.9 59.0 .627**              677**                 -     

Note:  N=502 and **correlation is significant at the 0.01 level (2-tailed) and *at the 0.05 level (2-tailed). 

 Management commitment  

Percentage, means, standard deviation and Pearson’s correlations management commitmentare 

presented on table 1.8. The average mean is 4.31 with small standard deviations and fairly 

moderate correlation. 
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Table 1-8 Descriptive statistics and correlations of the perception of Management 

commitment 

Items Mean SD  1 2 3 

S/D D U A S/A 

Management should be 

committed to successful 

implementation of PMS 

4.29 .981 3.4 4.0 5.4 34.3 53.0  

- 

 

  

Head teachers should be held 

accountable for ensuring 

completion of each step of 

PMS 

4.42 .804 1.0 3.4 4.0 36.1 55.6 .784**                  

Teachers and school 

management should have 

ownership to the PMS and 

view it as one of their critical 
responsibilities 

4.23 1.01 4.6 3.6 4.6 38.8 48.4 . 714**           .714**                  -     

Note:  N=502 and **correlation is significant at the 0.01 level (2-tailed) and *at the 0.05 level (2-tailed). 

 Teachers involvement in the development of PM 

Percentage, means, standard deviation and Pearson’s correlations for teachers’ involvement in 

the development of PM are presented on table 1.9. The average mean is 4.55 with small standard 

deviations and fairly moderate correlation. 

Table 1-9 Descriptive statistics and correlations of the perception of teachers’ involvement 

in the development of PM 

Items Mean SD Percentage 1 2 3 4 

S/D D U A S/A 

Teachers should be involved 

in setting goals and 
objectives 

4.72 

 

.815 2.2 2.2 2.4 2.8 6.0  

- 
 

   

Teachers should be involved 

in setting performance 

criteria that are used during 

the evaluation period 

4.67 .728 

 

1.6 1.6 1.2 2.2 19.0 .708**                -   

Teachers should be involved 

during the development of 

PMS 

4.42 .820 

 

2.2 2.2 1.8 2.8 37.8 . 534**           .608**                  -      

The involvement of teachers 

in developing PM improve 

teachers attuite towards PM 

4.40 .842 2.2 2.2 1.8 4.6 37.5 .471** .626** .775**  

Note:  N=502 and **correlation is significant at the 0.01 level (2-tailed) and *at the 0.05 level (2-tailed). 

 Teachers awareness of the process 
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Percentage, means, standard deviation and Pearson’s correlations for teachers’ awareness of the 

processare presented on table 1.10. The average mean is 4.32 with small standard deviations and 

fairly moderate correlation. 

Table 1-10 Descriptive statistics and correlations of the perception of teachers’ awareness 

of the process 

Items Mean SD Percentage 1 2 3 

S/D D U A S/A 

The purpose of the 
performance management 

system should be 

communicated to the 

teachers. 

4.42 
 

.846 
 

2.2 3.0 3.0 34.5 57.4  
- 

 

  

Teachers should receive 

training PM process to 

improve the awareness of 

PMS  

4.18 

 

.897 

 

3.2 3.0 4.6 50.8 38.4 .587**                 

- 

 

Teachers should understand 

the purpose of PMS 

4.37 .837 2.4 1.6 4.2 40.4 51.4 . 703**           .726**                  -     

Note:  N=502 and **correlation is significant at the 0.01 level (2-tailed) and *at the 0.05 level (2-taied) 

5.2. Assessment of validity 

In order to examine the validity convergent validity, discriminant validity should be measured.  

Convergent validity is measured to check the extent to which particular constructs and related 

observed variables share greater variance in common. To assess the convergent validity of every 

construct, the average variance extracted (AVE), construct factor loading, and construct 

reliability estimation are employed (Hair et al., 2010). Hair, et al. (2010) further suggested that 

the ideal standardised loading estimates should be 0.7 or higher, but noted factor loading with 

score of 0.50 and greater as very significant. The AVE estimation should be greater than 0.5 to 

show adequate convergent validity. In this research, all loadings were greater than 0.50 and 

considered to be significant (see figure 2); thus, convergent validity was established, as Dunn, et 

al. (1994) suggested that ‘if the factor loadings are statistically significant, then convergent 

validity exists’. The average variance extracted is shows that the AVE estimation is greater than 

0.5. Thus, the results demonstrate a high level of convergent validity of the latent construct used 

in the model.  

5.3.Structure equation modelling 

The structural equation modelling (SEM) was used to analyse the data in order to test the 

hypotheses arising from the conceptual framework .The data was employed to perform with 
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statistical analysis after checking and having a better understanding using SPSS. By jointly 

modelling the relationship between independent and dependent variables, SEM allows analysis 

of related questions in a single analysis. A two-stages approaches were used to analyse the 

structural equation modelling proposed by Anderson and Gebing (1988). The first stage is to 

carry out the measurement model evaluation to test the reliability and validity of the constructs 

by using the confirmatory factor analysis (CFA)(see figure 1).  The second stage is the structural 

model procedure which is employed to determine the hypothesized correlation between the 

constructs for the suggested model. 

 

Figure 2 Path diagram showing initial hypothesised first-order confirmatory factor analysis 

model with standardised coefficients (from AMOS) 
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5.4.Performance of the model 

A number of fit indices such as Chi square/ Degrees of freedom (χ2/df), Comparative fit index 

(CFI), Normative fit index (NFI), Incremental fit index (IFI), Tucker-Lewis Index (TLI) and 

Root mean square error of approximation (RMSEA) were used for analysing the performance of 

the measurement model (Byrne, 2010). All the latent variables were measured using the original 

studies as far as possible. The primary results showed that (table 1.11) the chi-square test was 

significant as well as the RMSEA, but CFI, NFI, and GFI were a little lower than the 

recommended values. The model was again reassessed, and confirmatory factor analysis was re-

performed to ensure a better fit. The results of the model showed that the fit indices were got 

better and, therefore, the revised model showed a better fit to the data (table 1.12).  

Table 1-11 Model fit indices of structural model 

χ2  DF  p  χ2/df CFI GFI NFI RAMSA IFI TLI 

<3  ≥ 0.90  ≥ 0.90  ≥ 0.90  ≥ 0.10 ≥ 0.90  .950 

2288.462 372 .001 6.15 .922 791 .911 .102 .923 882 

[Note: χ2=Chi-Square; DF=Degrees of Freedom; p=Significance; CFI= Comparative Fit Index; 

RMSEA=Root Mean Square Error of Approximation; TLI=Tucker-Lewis Index, Normed Fit 

Index NFI, Incremental fit index (IFI)]  

Table 1-12 Model fit indices of structural model 

χ2  DF  p  χ2/df CFI GFI NFI RAMSA IFI TLI 

<3  ≥ 0.90  ≥ 0.90  ≥ 0.90  ≥ 0.10 ≥ 0.90  .950 

2182.640 314 .001 6.951 .926 .800 .915 .109 .927 .883 

[Note: χ2=Chi-Square; DF=Degrees of Freedom; p=Significance; CFI= Comparative Fit 

Index; RMSEA=Root Mean Square Error of Approximation; TLI=Tucker-Lewis Index, 

Normed Fit Index NFI, Incremental fit index (IFI)] 

5.5.Hypothesis testing 

This section provides a brief summary of the hypotheses proposed and states whether each is 

supported by the data or not. Independent constructs were strategic planning and goals settings, 

feedback, performance appraisal, fairness of performance appraisal, pay for performance, 

training and development, promotion decisions, management commitment, involvement of PM 

process and understanding the purpose of PMS, while dependent variable consisted of 

satisfaction with performance management. Ten hypotheses (H1, H2, H3, H4, H5, H6, H7, H8, 
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H9, H10) ware displayed by causal paths which used to test the relationships between the latent 

constructs. The results showed that all hypotheses, were statistically significant and, thus, 

accepted (See figure 3). 

 

 

Figure 3: Best fit model of study 

6. DISCUSSION AND IMPLICATION 

PM has quite recently become a central focus of both practitioners and researchers. It is now 

seen as a strategic initiative to enhance employee performance and, consequently, that of the 

organisation (Combs et al., 2006). However, organisations should take more care to use an 

effective PMS in order to improve the performance of organisations and employees. The main 

aim of this study is to examines the determinants of individual-level performance satisfaction of 
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teachers employed by the Saudi Ministry of Education. The dearth of studies which examine the 

factors affecting teachers’ performance in Saudi setting was the motivating factor to do this 

research.  As part of the assessment of the research objectives a conceptual model was developed 

in order to examine the factors affecting teachers’ satisfaction about PM in the Saudi Ministry of 

Education. The study tests the model to assess teachers’ satisfaction of performance management 

by employing SEM approach.SEM syndicates the strength of factor analysis and path analysis. It 

allows to test whether observed variables completely define latent variables or not. It shows 

whether the proposed model is appropriate to represent a proposed conceptual relationship 

between the variables or not. The results of CFA indicate that the observed variables are 

appropriate enough to represent different latent variables, that is, strategic planning and goals 

settings, feedback, performance appraisal, fairness of performance appraisal, pay for 

performance, training and development, promotion decisions, management commitment, 

involvement of PM process and understanding the purpose of PMS, to increase teachers’ 

satisfaction with performance management. The findings of structural model analysis show that 

the proposed model for teachers’ satisfaction with performance management fits well.In 

addition, the proposed hypotheses evaluating the relationships between the variables are 

statistically supported showing that the model is appropriate to examine satisfaction with the 

PMS. The finding show that an accurate PMS should comprise aspects such as strategic planning 

and goal-setting, ongoing feedback, clear and balanced PAs, fairness of PAs, pay for 

performance, training and development, promotion decisions, management commitment, 

involvement in the PM process and understanding of the purpose of the PMS. Overall, the PMS 

construct that included the examined factors was found to be significantly and positively related 

to satisfaction with the PMS.  The proposed model includes key factors for the success of the 

PM. Therefore, the results of the study show the way for programme designers and education 

planners to manage an effective tool. 

7.CONCLUSION 

This study provided an empirical study and theoretical vision by developing a proposed model 

that identified the most important possible determinants, from the viewpoint of teachers, that 

lead to teacher satisfaction with the PMS; the validity of this model was tested in the Saudi 

setting. Furthermore, an investigation was conducted that revealed how effective PM can lead 

not only to teacher satisfaction with PM but also to improved performance. The investigation 

showed that how these outcomes could be related to variables such as strategic planning and 

goal-setting; ongoing feedback; PA processes; pay for performance; training and development 

needs; promotion; management commitment; the perceived fairness of PM; teachers’ 

involvement in developing PM; and teachers’ awareness of the purpose of PMSs.  
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