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Abstract 

This study intended to analyze the teachers’ performance appraisal system 

(PAS) at secondary school level. Population was all secondary school 

educators, secondary school teachers and their heads in district Khushab. 

Sample for this study consisted of 189 teachers and 55 head teachers. The 

literature was reviewed comprehensively to bring to light all the relevant 

areas of PAS so that the effectiveness of PAS could be sensed for further 

improvement. For this purpose, two questionnaires, one for the teachers 

and other for heads were developed. The data were evaluated by 

computing percentages and by applying t-test and ANOVA for make 

different comparisons by using SPSS ver.20. Data for appraisers’ attitude, 

feedback, motivation, appraisers’ biasness and system effectiveness 

indicates overall positive response of secondary school teachers and 

heads. It can easily be deduced that secondary school teachers have their 

deep concern on the attitude of their head teachers. They were not 

satisfied with the feedback given to them. They were lacking motivation for 

enhancement of their performance. They demanded that evaluation should 

be done without any favor and fervor. They also desired changes in the 

current PAS and prevailing appraisal practices. It is recommended that 

effective feedback may be given to the teachers immediately after the 

performance appraisal is conducted. Moreover the whole process may be 

updated for using it as a tool to trigger the performance of the teachers. 

Keywords: Performance Appraisal, Appraisers’ Attitude, Feedback, Motivation, 

Appraisers’ Biasness, System Effectiveness 

Introduction 

 Evaluation of employees’ performance and giving them feedback is a pre 

requisite for effective organizations. Performance appraisal is a system which assists the 

supervisor to detect deficiencies and motivates the employees to work with great zeal. It 
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is a valuable tool for employees’ evaluation and a yardstick for their performance. It 

gives feedback to the employees and supports them to comprehend needs or criteria of 

specific job needs  (Varkky, Koshy, & Oburoi, 2008). Managers can increase employee 

engagement through robust performance management techniques and tools (Mone & 

London, 2018). 

 Effective appraisal is the process of assessing employees’ performance in 

comparison to some already fixed organizational standards. Performance appraisal not 

only supports employees to understand their working abilities but it also helps the 

appraisers along with the organization as a whole and guides them to plan for the future. 

Patten (1982) suggests that performance appraisal is an administrative tool for planning 

and controlling the work so that the intended outcomes are achieved. Mone and London 

(2018) consider building trust, managing team learning, creating empowerment 

conditions and maintaining communications about performance, all are critical to 

employee engagement. 

 Research on PAS has long history and has been the topic of research in 

business and educational organizations for last 100 years (DeNisi & Murphy, 2017). 

DeNisi and Murphy consider 1970-2000 as heyday of performance appraisal research. 

The worth of performance appraisal is increasing day by day and every organizational 

management is utilizing it as the most effective tool playing pivotal role in enhancing 

the performance of the employees. 

 Performance appraisal has numerous names according to its different attributes 

and functions like performance evaluation, performance review, employee appraisal, 

personnel rating and employee evaluation. Performance appraisal has also been 

described as any judgment that may affect the position of employees concerning their 

retention, transfer, termination, promotion, adjustment in salary or recommendation for 

further training.  

 Performance appraisal is indispensable in present times especially in education 

sector to meet teaching/learning standards. Appraisal system is also inferred by Stronge, 

(2002) that performance appraisal is communication, commitment and collaboration in 

disguise which supports to enhance teacher’s work excellence. Similarly, Aguinis & 

Pierce (2008) opined that it is a system which measures and improves the achievements 

of teachers. According to Wilson (2005) PAS comprises of knowledge of teacher, 

motivation, assessment and perfections in diverse grey areas. Rewarded teachers 

accomplish their tasks in a better way than their colleagues. It motivates the employees 

and prepares them to perform better. It is a fact that motivated teacher causes effective 

learning and which is ultimate goal of education (Craig, 2011). 

 Appraisal in schools provides a source for intimating teachers about their work 

quality and detecting domains of work that still need to be improved. It helps heads in 
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controlling the work and using staff resources in most effective way. Moreover, 

performance appraisal documents help them for making decisions i.e. training needs, 

transfers, pay, promotions, continued employment, or terminations of employees etc. In 

several organizations appraisal results are being used to establish rewards i.e. pay or 

promotions and can also be helpful to identify the poor performers who need to be 

given some kind of counseling, demotion, dismissal or decreases in pay.  

 The existing techniques of performance appraisals in public sector schools of 

the Punjab are procedural and it is a fact that these techniques are not being utilized 

properly and effectively (Sikandar, 2015). There is a lack of cooperation and 

coordination among school leaders and teachers. Head teachers mostly do not have the 

skills and proficiencies required in this regard. Moreover, they do not give objective 

evaluation for avoiding conflicts and clashes.  

 During the last few decades private sector educational institutions are 

flourishing. Public sector high schools are not giving the desired results and hence focus 

of the community is shifting rapidly towards private sector.  Research in the area 

reflects that public schools are having better physical facilities and highly qualified 

teachers as compared to private sector schools (Iqbal, 2012).  Government is deploying 

its maximum available resources to uplift public schools but still the results are not 

satisfactory. Hiring and firing in private sector is always based on performance but in 

public sector, though performance is appraised but its results are not properly utilised. 

Shahzad, Bashir, and Ramay (2008) found a week relation between performance 

appraisal and perceived performance of employees in Pakistani higher education 

institutions and same is the case of school sector. Effective Performance appraisal is a 

key element which if properly utilized in public schools, as is done in private 

institutions, can be very beneficial in achieving the targets set by the school education 

authorities. 

 The present study has focused on the analysis of teachers’ PAS at secondary 

school level in district Khushab. The main objective was to explore the perceptions of 

secondary school teachers and heads about the dimensions of current performance 

appraisal practices (Appraiser’s Attitude, Motivation, Feedback, System Effectiveness 

and Appraiser’s Biasness) and to compare their perceptions demographically (i.e. 

gender and experience). 

Methodology 

Population and Sample 

 Population of the study consisted of head teachers and teachers of 117 Higher 

Secondary and Secondary Schools in public sector in District Khushab (44 female and 

73 male). The researchers selected 30 boys’ schools and 25 girls’ schools, to make the 

sample more representatives, using random sampling technique and from these 55 
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schools, 120 male and 100 female secondary school teachers (4 from each school) were 

selected conveniently. Responses were received from 189 secondary school teachers 

(111 Males and 78 Females) and 55 Headmasters/Headmistress (30 Males and 25 

Females). 

Research Instrument 

 The questionnaires were adapted (Khan, 2009) for secondary school 

teachers/educators and Headmasters/Headmistresses of schools separately. Changes 

were made according to need and some new items were also added in different 

dimensions. Some additional items related to their managerial aspects were also 

included. Expert opinion was taken for estabilishing validity. For the purpose of 

reliability questionnaires were administered in ten secondary schools of tehsil Noor Pur 

Thal. The instruments for secondary school teachers and heads were found reliable with 

Cronbach Alpha coefficient .826 and .851 respectively. The questionnaires were 

modified in accordance with the findings of pilot study. 

Results 

 The data were analyzed using percentages for exploring the teachers’ 

perceptions regarding performance appraisal and t test was used for measuring the 

group differences, with the use of SPSS. 

Table 1 

Percentages of teachers’ perceptions regarding performance appraisal  

No Items (SD+D) U (A+SA) Mean 

 My Head Teacher     

1 gets annoyed at my average performance. 11.4 8.7 80.0 3.81 

2 threats me at times about his /her authority. 78.7 2.7 18.6 2.25 

3 affects negatively on my performance with 

unjustified attitude. 
50 6.7 43.4 2.86 

4 does not give due recognition to my excellent 

performance. 
44.7 4.7 50.6 3.03 

 Data shows that 80.0% of respondents think that their Head Teacher gets 

annoyed at their average performance. Result shows that 78.7 % of respondents 

disagreed about the head teacher threats about his/her authority.  About half of 

respondents disagreed that unjustified attitude of heads affect negatively on their 

performance and agreed that heads does not give due recognition to their excellent 

performance.  
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Table 2 

Percentages of teachers’ perceptions regarding feedback 

No. Items (SD+D) U (A+SA) Mean 

1 My Head Teacher conveys me performance 

evaluation results through my colleagues if 

they are poor. 

56.6 6.0 37.4 2.72 

2 I need more feedback about achievement of 

my job objectives. 
2.0 2.7 95.3 4.15 

 Data indicates that 56.6 % of respondents disagreed, that their heads 

communicates their results of performance evaluation through their colleagues if they 

are poor. Data shows that 75.3% agreed that the feedback of my head teacher is 

sufficient to overcome my short comings. Data shows that 95.3% agreed that they need 

more feedback whether they are achieving their job objectives.  

Table 3  

Percentages of teachers’ perceptions regarding motivation dimension  

No Description (SD+D) U (A+SA) Mean 

1 My Head awards me higher ratings in PER when I 

perform better. 
10.7 3.3 86 3.93 

2 I receive adequate recognition from my Head when 

I achieve my job objectives. 
13.3 3.3 83.4 3.91 

3  Achieving my objectives through best performance 

increases my chances of promotion. 
34.7 4.7 60.6 3.39 

 Data reveal that 86.0% agreed that head teacher awards high ratings in 

Performance Evaluation Report (PER) when good performance is displayed. A big 

majority (83.4%) agreed that if they achieve their job objectives, they receive adequate 

recognition from their heads.  

Table 4 

Percentages of teachers’ perceptions regarding appraisers’ biasness  

No Description (SD+D) U (A+SA) Mean 

1 My Head ignores my good performance when 

he/she is angry with me on personal matters. 
83.3 5.3 11.3 2.08 

2 Biased attitude of my Head Teacher affects my 

performance negatively. 
45.3 4.0 50.7 3.01 

3 Unbiased attitude of my Head Teacher boosts me 

for higher level of performance. 
18.7 5.3 76 3.65 

4 Head Teacher treats all faculty members equally. 22 2.0 76 3.68 
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 Data shows 83.3 % of respondents disagreed on item no 1. Data shows that 

50.7% agreed that their heads biased attitude affect their performance negatively. 

Results show that 76.0% agreed that unbiased attitude of my head teacher boosts me for 

higher level of performance and 76.0% agreed that my head teacher treats all faculty 

members at equal levels.  

Table 5 

Percentages of teachers’ perceptions regarding system effectiveness  

No Description (SD+D) U (A+SA) Mean 

1 The present PER Performa   meets my 

performance evaluation requirements. 
69.3 6.0 24.6 2.41 

2 The existing PAS matches with my job 

description contents. 
72 5.3 22.6 2.35 

3 All aspects of my performance are reflected in 

the PER. 
78.6 3.3 18 2.23 

 Data shows that 69.3% of respondents opined that the prevailing PER form 

does not meet their evaluation requirements and 72 % of respondents disagreed, that the 

existing PAS matches with their job description contents. Data also shows that 78.6 % 

of respondents disagreed that all aspects of my performance are reflected in the PER.  

Table 6 

Percentage, and Mean of Teachers and Head Teachers on all Dimensions of 

Performance Appraisal (N =Teachers 189, Heads 55) 

Variable Respondents (SD+D)% (A+SA)% Mean 

Appraisers’ Attitude 
Teachers 38.01 57.61 3.25 

Heads 12.54 83.09 3.89 

Feedback 
Teachers 28.18 67.62 3.48 

Heads 14.54 75.31 3.82 

Motivation Dimension 
Teachers 11.94 84.78 3.92 

Heads 4.63 87.90 4.06 

Appraisers’ Biasness 
Teachers 41.32 53.75 3.12 

Heads 25.62 63.31 3.41 

System Effectiveness 
Teachers 39.17 55.32 3.16 

Heads 24.15 64.80 3.48 

 Table 6 reveals that, for all dimensions, larger percentage of respondents is in 

agreement with the items asked. However, overall response on all the dimensions 

explicitly shows that head teachers have over rated themselves on all the dimensions 

whereas the teachers are less positive about their appraisal activities as compared to 

heads. 
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Table 7 

Gender difference of PAS (N =male 111, females 78) 

Indicators Variables Mean SD t Sig. 

Appraiser’s Attitude 
Male 56.16 6.38 

-2.662 .009 
Female 59.15 4.89 

Feedback 
Male 23.91 4.11 

-2.421 .017 
Female 25.64 2.78 

Motivation 
Male 42.45 5.53 

-2.766 .006 
Female 45.12 4.00 

Appraisers’ Biasness 
Male 34.56 3.54 

1.127` .264 
Female 33.74 4.05 

System Effectiveness 
Male 25.28 4.16 

-.205 .838 
Female 25.41 2.78 

 Results of t test tell that female teachers rated appraisers’ attitude, feedback and 

motivation more positively than male teachers, there was also significant difference in 

mean scores appraisers’ attitude of male teachers (M = 56.16), and female teachers for 

(M = 59.15), (t = -2.66, p = .009). Same was the case of Feedback (M = 25.64, t = -

2.42, p = .017) and motivation (M = 45.12, t = -2.76, p = .006). For appraisers’ biasness 

and system effectiveness results tell that both groups were not significantly different. 

Table 8 

ANOVA for differences among groups of teachers with different teaching experience 

 Sum of Squares Df Mean Square F Sig. 

Appraiser’s Attitude 

Between Groups 189.35 3 63.117 1.687 .172 

Within Groups 5463.10 185 37.419   

Total 5652.46 188    

Feedback 

Between Groups 133.84 3 44.614 3.083 .029 

Within Groups 2112.99 185 14.473   

Total 2246.83 188    

Motivation 

Between Groups 255.90 3 85.302 3.173 .026 

Within Groups 3925.56 185 26.887   

Total 4181.47 188    

Appraisers' Biasness 

Between Groups 41.31 3 13.772 1.014 .388 

Within Groups 1982.95 185 13.582   

Total 2024.27 188    

System Effectiveness 

Between Groups 106.37 3 35.460 2.472 .064 

Within Groups 2094.26 185 14.344   

Total 2200.64 188    
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 Table 8 shows that here was a statistically significant difference in feedback 

scores in scores for groups with different experience F (3, 185) = 3.083, p= .029 and 

motivation F (3, 185) = 3.173, p= .026.  

Table 9 

LSD post-hoc test of multiple comparisons on feedback 

Dependent 

Variable 

(I) Teaching 

Experience 

(J) Teaching 

Experience 

Mean Difference 

(I-J) 

Std. 

Error 
Sig. 

Feedback 
0-5 years 

11-15 years 2.882
*
 1.277 .026 

more than 15 years 1.863
*
 .839 .028 

6-10 years 11-15 years 2.480
*
 1.214 .044 

Motivation 

0-5 years 
11-15 years 3.686

*
 1.741 .036 

more than 15 years 2.429
*
 1.143 .035 

6-10 years 
11-15 years 3.506

*
 1.660 .036 

more than 15 years 2.250
*
 1.016 .028 

 LSD Post-hoc test indicated that the mean score of feedback and motivation for 

0-5 teaching experience was significantly different from 11-15 and more than 15 years 

teaching experience group. Similarly teachers with 6-10 years teaching experience were 

significantly different from teachers with 11-15 years teaching experience and more 

than 15 years teaching experience. 

Findings 

 Major findings of the present study deduced from the analysis of the data are as 

under: 

 Majority of the respondents think that their head teachers get annoyed at their 

average performance and penalize them and gives them poor ratings in PER. They 

denied the threats by head teacher about their authority. Nearly half of the respondents 

said that unjustified attitude of their head teachers effect their performance negatively 

and their heads do not give due recognition to their excellent performance. 

 Head teacher does not convey poor performance evaluation results through 

colleagues. More than 95% teachers need more feedback about the achievement of job 

objectives.  

 Majority of the head teachers award high ratings in PER if good performance is 

displayed. Teachers receive adequate recognition from the heads if they achieve job 

objectives. Teachers denied increase in promotion chances on achieving job objectives 

through good performance  
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 Teachers appreciated the heads for not being annoyed on personal matters, and 

consequently not giving poor ratings in PER by ignoring good performance. Half of 

them opined that biased attitude of heads negatively affects their performance. Not all 

of them agree that heads treat all faculty members at equal levels. 

 Teachers consider that the prevailing PER form does not meet their 

performance evaluation requirements. They think that it does not reflect all aspects of 

their performance and the existing PAS does not match with job description contents.  

 Data reveals that response of secondary school head teachers about themselves 

regarding appraisers’ attitude, motivation, appraisers’ biasness, feedback dimension and 

system effectiveness was positive. However, overall response on all the dimensions 

explicitly indicated that head teachers had over rated themselves whereas the teachers 

were less positive about their appraisal activities as compared to heads, although 

teachers had shown their agreement with appraisers’ attitude, motivation, appraisers’ 

biasness, feedback dimension and system effectiveness. 

 Both secondary school male teachers and female teachers were of the same 

opinion on appraisers’ biasness, and system effectiveness whereas females were 

significantly different than males and more positive about appraisers’ attitude, feedback 

and motivation. Males were more dissatisfied with appraisers’ attitude and think that 

heads did not motivate them. They were also considering that feedback is not 

sufficiently given. 

 Groups of teachers with differing teaching experience in the sample were of the 

same opinion on appraisers’ attitude, appraisers’ biasness and system effectiveness 

while they have difference of opinion on feedback and motivation. More experienced 

groups were less positive about their heads in terms of their role as a motivator and they 

were dissatisfied with the level of feedback provided by the heads. 

Discussion 

 Performance Appraisal no doubt is the most effective factor which plays its 

pivotal role in the achievement of organizational goals (Akinbowale, 2013). Keeping in 

mind its importance and role, the researchers opted this topic for research. The first 

prominent finding indicates that mostly heads give positive appraisals about their 

teachers. This finding come to an agreement with the view point of Kamphorst and 

Swank (2012) stating that for a wide range of parameters the manager tend to give 

positive appraisals. This finding also expose that there is no difference in performance 

evaluation of high performers and low performers. Excellent performance by hard 

working teachers is not going to give them any extra increment or any other financial 

benefit. It does not increase their promotion chances.  



 
Journal of Educational Research, Dept. of Education, IUB, Pakistan (Vol. 22 No. 1) 2019 

 

 

10 

 Khan (2009) has conducted research on effectiveness of performance appraisal 

in technical institutes and colleges. Findings and results of this study assimilate with the 

current study. In another study Iqbal, et al., (2013) reflected a positively significant 

relationship between employee’s performance, performance appraisal and motivation, 

which make the motivating role of heads more important as is the case in this research. 

 Adofo (2011) in his study revealed that appraisers did not give feedbacks to the 

employees being appraises. This study gives the same finding as teachers were not 

satisfied with the feedback dimension of appraisal. Feedback should be promptly given 

and properly discussed with teachers because it gives an opportunity to them for 

continuous improvement (Dechev, 2010) and positive feedback boosts their self-

confidence (Kamphorst & Swank, 2012). Jabeen (2011) was also convinced that the 

employees’ motivation was being effected by performance appraisal. This serves as a 

source of motivation for teachers who would in return do their utmost efforts to achieve 

maximum for their organization. 

 Results endorsed that secondary school head teachers had over rated themselves 

on all the five dimensions probably because they themselves opined that they were 

performing their responsibilities in an effective manner but the teachers’ opinion was 

quite different. A research by Ishaq, Iqbal, and Zaheer (2009) in public and private 

organizations of Pakistan gives the same results whare managers were having different 

view from employees about PAS effectiveness.  

 Teachers and head teachers consider that current Performance Evaluation 

Report (PER) Performa is not according to the professional standards for teachers of 

our country. Ikramullah, Shah, Khan, Hassan, and Zaman (2012) also stressed the 

psychometric soundness of rating form.  In fact the performa was being used in all the 

departments of the Punjab Government. It is a reality that nature of job, working 

mechanism, job description and working standards are quite different in every 

department. It definitely cannot cover all the dimensions and aspects of teaching and 

learning. It can easily be deduced that secondary school teachers have their deep 

concern on the attitude of their head teachers. They are not satisfied with the feedback 

given to them. They demand evaluation without any favor and fervor. Both the heads 

and teachers also want revolutionary changes in the current PAS and prevailing 

appraisal practices. 

Conclusion 

 Data received from both heads and teachers made explicitly clear that all the 

secondary school teachers and head teachers had responded positively on all the five 

dimensions. Overwhelming majority of teachers was criticizing that their head teachers 

were not giving due recognition to their performance. Moreover, prevailing 

performance appraisal practices were just a routine matter in public schools. Head 
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teachers were very casual in their approach and were dealing with all teachers on equal 

basis. 

 It was recommended that training about performance appraisal might be 

imparted to both teachers and head teachers. Head teachers needed to be unbiased to 

achieve the desired and expected targets. Current PER Performa might be revised as per 

needs of teaching community for effective evaluation of performance. PAS prevailing 

in secondary schools needs great consideration in this regard and needs to be more 

objective.   
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