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Abstract

This article proposes a framework to promote continuous quality
improvementin higher education by bringing performance management
and quality assurance together in a single approach. Blending the two
systems eliminates the challenges of a two system approach. The study
employed a quantitative methodology, with data collected by means of a
closed-ended questionnaire administered to academic and administrative
staft at four purposely selected public higher education institutions in
Zimbabwe’s four major ethnic regions. The questionnaire drew insights
from a framework developed by Silimperi et al. (2002) on essential
elements for developing quality assurance systems. Fourteen elements
were used to determine the possibility of blending the two systems. Of
these, nine had a mean score of 4.0, three above 3.5 and two had a mean
score of less than 3.5. These results indicate a high likelihood that the
systems can be blended.
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Sommaire

Cet article propose un cadre pour promouvoir I'amélioration continue
de la qualité dans I'enseignement supérieur en réunissant la gestion
des performances et l'assurance qualité dans une approche unique.
L'association des deux systemes élimine les difficultés d’une approche
a deux systémes. L'étude a utilisé une méthodologie quantitative, les
données étant collectées au moyen d’'un questionnaire fermé administré
au personnel académique et administratif de quatre établissements
publics d’enseignement supérieur sélectionnés a dessein dans les quatre
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principales régions ethniques du Zimbabwe. Le questionnaire s’inspirait
d’un cadre élaboré par Silimperi et al. (2002) sur les éléments essentiels
au développement des systemes d’assurance qualité. Quatorze éléments
ont été utilisés pour déterminer la possibilité de combiner les deux
systemes. Parmi ces éléments, neuf ont obtenu une note moyenne de
4,0, trois une note supérieure a 3,5 et deux une note moyenne inférieure
a 3,5. Ces résultats indiquent qu’il est trés probable que les systémes
puissent étre combinés.

Mots clés: gestion des performances, assurance qualité, établissements
d’enseignement supérieur, approche mixte

Introduction

Neoliberalism and the concept of new public management (NPM) have
changed higher education (HE) governance, leadership and management
models, with governments the world over demanding accountability and
transparency from higher education institutions (HEIs) (Marginson and
Considine, 2000; Rowlands, 2012). Performance management (PM)
and quality assurance (QA) have become endemic in HE management,
resulting in the adoption of industry PM practices (Morley, 2003;
Rowlands, 2012; Morrissey, 2015).

Armstrong (2014) defines PM as a systematic process to
improve organisational performance through individuals and teams’
development. It is an on-going process of identifying, measuring,
and developing performance and aligning it with the organisation’s
strategic goals (Aguinis, 2013). It thus emphasises performance targets,
measurement, indicators and reporting (Lagreid et al., 2006; Pulakos,
2014).

Quality assurance has also taken root in the global HE sector since
the 1990s (Morriesey, 2015; Blackmore, 2009), and quality has become
a marker of distinction in international HE markets (Blackmore 2009).
Indeed, it is the primary tool used by states to govern HEIs (Morley,
2003; Filippakou and Tapper, 2008). Various quality management
systems (QMS), most of which are adopted from industry, have been
implemented by HEIs (Rosa, Sarrico and Amaral, 2012; Becket and
Brookes, 2008; Niedermeier, 2017).
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Problem statement
While QA and PM are key practices in modern HE, they are generally
regarded as different constructs, with separate frameworks commonly
in place. This raises the question of whether this is a useful dichotomy in
institutional management. While the main purpose of a PM system is to
improve organisational performance (Kiriri, 2018; Tanveer and Karim,
2019; Ghosh and Das, 2013; Rodica and Florin, 2009), Wells (2018)
identified seven broad purposes of QA in HEIs. These include improved
academic performance, institutional performance assessments,
compliance with external standards, accountability to government and
society, improved management, institutional learning and equitable
resource allocation. The overlap between PM and QA is thus clear.
There is need to consider alignment of PM and QA in order to
streamline institutional management. This article proposes that they be
brought together in a blended approach that leverages their individual
strengths, thereby optimising institutional performance and resource
use and minimising duplication and redundancy. The Zimbabwean study
on which it is based addressed two research questions: ‘How does QA
relate to PM?’” and ‘How can the two processes be blended?’ The findings
will be of interest to institutional managers and QA practitioners.

Methodology

Zimbabwe has four major regions, Mashonaland, Matebeleland,
Midlands and Masvingo provinces. Data were collected in four public
HEIs, one from each of these regions. The study thus employed site
triangulation and, as expounded by the institutional isomorphism
theory (Powell, 1983), its findings can thus be generalised to institutions
that were not part of the sample.

The population comprised the goo academic and administrative
employees in the selected institutions. Lower level staff were not included
because of their perceived inability to provide useful information on PM
and QA in HEIs. Sekaran’s sample size determination table (Sekaran,
2003) was used to calculate a sample size of 269.

A probability sampling technique, systematic sampling, was used to
obtain a representative sample from the population (Ghodeswar, 2020),
with every nth member selected (Rahman, 2022). This technique is
used when data is classified into multiple subgroups (strata) based on
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common characteristics such as age, gender, race, income, education,
and ethnic origin (Rahman, 2022). The two major strata in a HE
setting are academic and administrative staff. This technique ensures
representation of all parts of the population (Pace, 2021) and offers
improved population coverage since researchers have more control over
the subgroups and ensure that they are included (Rahman, 2022).

Data were collected through closed-ended questionnaire items
that were developed based on insights from Silimperi et al.’s (2002)
framework on essential elements for developing QA systems. The
framework has eight essential elements to implement and sustain
QA activities, which are grouped under three categories: the internal
enabling environment whose essential elements are leadership, policy,
core values and resources; organising for quality with one essential
element, structure; and the support function whose essential elements
are capacity building, communication and information and reward
(Silimperi et al., 2002). It has been successfully employed in a number
Latin American and African countries to support strategic planning and
direct work plans and used as a resource to determine the elements
necessary to strengthen and sustain QA (Silimperi et al., 2002). While
the framework was developed for health care systems, it is appropriate
for HE. Furthermore, its essential elements work for both PM and QA.
These elements as well as a review of related literature formed the basis
to establish the similarity between PM and QA.

Several steps were taken to ensure the questionnaire’s validity and
reliability. The research instrument was reviewed by human resources
management and QA experts and a pilot test was conducted. Cronbach’s
Alpha was used to measure reliability (Taber, 2018). It provides a
measure of the internal consistency of a test or scale and is expressed as
anumber between o and 1 (Tavakol and Dennick, 2011). A score equal to
or greater than 0.7 is accepted as a good measure of internal reliability.
In the current study the variables’ scores were all above 0.7, meaning
that the instrument passed the reliability test.

Findings and discussion

According to Babbie and Mouton (2001), the response rate is the extent
of the representation of the sample respondents. A higher response
rate reduces the possibility of significant response bias. Two hundred
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and sixty-nine questionnaires were initially delivered to the respondents
identified by means of stratified sampling. A hundred and thirty-five
usable questionnaires were collected, representing a 50% response rate.
A response rate of 50% and above is considered adequate for analysis
and reporting (Babbie, 2011). The low response rate can be attributed
to the sensitivity of PM and QA issues in HE This challenge was also
confronted in a South African study on PM in HEIs (Mosage and Pilane,
2014).

The data were analysed using SPSS to find the means (x) and
standard deviations (o) and derive meaning from the data. Fourteen
parameters were considered in the questionnaire to compare PM and
QA in HEIs (see Table 1). Nine elements had responses above a mean
score of 4.0, three had responses above 3.5, and two had responses
below 3.5. These results indicate strong convergence between the two
management systems in HEIs.

Table 1: Elements used to compare PM and QA in HEIs (n=135)

Focal issue Mean Standard
Score Deviation
The university uses performance indicators 3.70 0.89
PM in HEIs serves the same purpose as QA 4.09 0.46
Staff and supervisors in departments determine targets and met- 3.96 0.51
rics in an inclusive manner
PM activities are infused with QA dimensions at the beginning of 4.03 0.79
the performance cycle
Similar tools can be used for PM and QA 4.07 0.39
Performance management should be ICT-based 4.37 0.81
Performance management involves open and effective communi- 3.58 0.70
cation
The university must embrace performance-based marketing 3.27 0.50
Supervisors act as coaches and mentors 4.00 0.38
Management interaction with staff is a powerful PM tool at the 4.3 0.51
institution
Rewarding good performance is more important than penalising 4.08 0.45
poor performance
PM and QA are grounded in a common set of core values 4.03 0.52
The performance agreement includes a personal development plan 3.48 0.67
The university must build a culture of performance 4.51 0.63
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Universities’ Use of Performance Indicators

Performance indicators are a key element used to indicate performance
in a performance management system (PMS). The results (x = 3.70 and
6 = 0.89) show that the respondents agreed that performance indicators
are used in HEIs.

Leiber (2019) asserts that performance indicators are necessary
because they reflect the quality requirements of the institution, unit
and programme. They also promote objective communication and
operationalisation of relevant quality features (Leiber, 2019). In contrast,
Kairuz et al. (2016)reflective and critical thinking are negatively affected
by unrealistic demands and stress. The purpose of this paper is to argue
that key performance indicators (KPIs argue that performance indicators
and PM cause undue stress and competition among academics and are
therefore not suited to the HE sector. Enserink (2009) also notes that
increasing use of such metrics has meant that academics are regarded
as a number rather than a person. Seung (2012, p. 7) describes this as a
“reductionist and dehumanising” phenomenon.

Nonetheless, PM and QA have become features of HEIs. Some
form of measurement will always be necessary to determine success and
failure. Despite the critiques levelled at them, performance indicators
should be a component of a PMS in HE as they reveal the qualitative
and quantitative dimensions of performance and facilitate the design
of a blended PM framework. Furthermore, they facilitate monitoring,
assessment and evaluation of performance. Without performance
indicators it would be difficult if not impossible to measure the
performance of individuals, teams and the institution at large.
Performance data in the form of performance indicators is required for
the purposes of internal and external QA that is used for institutional
audits, evaluations and accreditations.

Performance Management in HEIs Serves the Same Purpose as QA
Purpose was one of the key elements used in this study to measure the
convergence of PM and QA. The results (x = 4.09 and 6 =0.40) suggest
agreement with the statement that they serve the same purpose.

The results are in line with Silimperi (2002) for whom a policy
framework is essential in developing a QA system as it outlines the
purpose of a management system. Five-year strategic plans acted as
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policy documents for PM while the QA policy was used as a reference for
QA. Therefore, they provide a policy framework that guides performance
in HEIs. The QA policies clearly stated that the purpose of QA in
HEIs was to promote performance improvement, while the five-year
strategic plans noted that PM’s main goal is continuous performance
improvement. The existence of these documents demonstrates that
leadership is committed to continuous performance improvement. They
are the tools used by leadership to set out the organisation’s vision and
outline strategies for the transition from “the way we work now” to “the
way we want to work in the future” as well as “to model the desired core
values that should characterize the organisational culture” (Silimperi et
al., 2002).

Kettunen (2015) notes that Finland’s funding system requires that
HEIs adopt strategic plans that cascade from central government to
university level (Kettunen, 2015). Numerous studies have concluded
that the main purpose of a PM system is to improve the quality of
organisational performance (Kiriri, 2018; Tanveer and Karim, 2019;
Ghosh and Das, 2012; Rodica and Florin, 2009). Wells (2018) states the
purpose of QA in HEIs is to improve academic performance, promote
institutional performance assessment, compliance with external
standards and accountability to government and society, improve
management, and enhance institutional learning and equitable resource
allocation.

An institution’s PM and QA systems should be well documented so
that all stakeholders are aware of what is expected of them. It is through
such documentation that the two management systems communicate.
As such, HEIs should strive to formulate strong policy documents that
guide implementation of the two systems with the common purpose of
continuous improvement.

Staff and Supervisors in Departments Determine Targets and Metrics
in an Inclusive Manner

Inclusivity in determining and setting performance targets and metrics
in HEIs’ PM and QA systems is a sign of participation which is healthy for
the organisation. The result (x = 3.96 and o = 0.51) suggests agreement
with the statement that staff and supervisors should determine the
targets in an inclusive manner.
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Employee participation and engagement are one of the elements of a
total quality management (TQM) system and other quality management
systems. Employees need to have the necessary skills to participate and
engage meaningfully in target setting. Silimperi et al. (2002) thus note
the need for capacity building programmes, a strong policy framework
and well-developed values and value systems in developing institutional
QA systems. Without proper training, employees cannot participate
meaningfully in institutional management systems. They also need to
understand the organisation’s values and value system.

Hanaysha (2016) noted that in rapidly changing markets, business
leaders recognise that highly engaged employees can increase their
productivity and firm performance. Lunenburg (2011) observed that
employee participation is an effective method of gaining acceptance. A
lack of inclusivity might result in some rejecting imposed goals, leading
to institutional failure. Furthermore, when goals are set collectively,
they tend to be more reasonable and achievable. Wegge and Haslam
(2005) concur and observe that group goals promote the achievement
of institutional goals. These views are in line with the Stewardship
Theory which asserts that practices such as employee involvement and
participation enhance productivity (Hernandez, 2012; Segal and Lehrer,
2012).

Managers in HEIs should thus develop their employees on an on-
going basis so that they are able to participate effectively in institutional
management. Engaged employees feel empowered and are passionate
about their work, making them creative and innovative as they contribute
to the attainment of the institution’s vision and mission. Participation in
target setting ensures that they aim to achieve the set goals.

PM Activities are Infused with QA Dimensions at the Beginning of the
Performance Cycle
Excellent performance is synonymous with quality performance. Perfor-
mance in HE is infused with qualitative performance dimensions. The
results (x =3.87 and 6 =0.79) suggest agreement with the statement that
PM activities can be infused with QA dimensions.

These results are in line with Divjak and Redep’s (2015) study on
strategic decision making in HE. The Deming quality improvement cy-
cle (Plan-Do-Check-Act (PDCA)) starts with a plan which involves de-
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termination of the mission, vision and strategy, as well as establishing
objectives (Divjak and Redep, 2015). This is an indication that, even at
this stage, QA elements are infused in the performance cycle.

Armstrong (2006) noted that key activities in the planning stage
of the PM cycle should be in line with set objectives and targets (both
quantitative and qualitative). Similarly, Noh (2021) advises that the
planning stage of the performance cycle should ensure that activities
have a defined quality standard. Given that the two management sys-
tems commence with similar activities at the beginning of the perfor-
mance year, the same should occur throughout the year as employees
endeavour to accomplish both quantitative and qualitative targets (Noh,
2021). A number of studies have demonstrated a positive relationship
between PM and QA (Leiber, 2019; Prisacaru and Litvin, 2017; Nadeau,
2017; Igbojekwe et al., 2015; Kettunen, 2015; Adina-Petruta and Roxana,
2014; Morris et al., 2007). Pricacaru and Litvin’s (2017, p. 443) study
on quality management in HEIs in the Republic of Moldova noted that
the “Performance management system of a higher education institution
is created and operates on the basis of quality management system by
extending the area of quality objectives to the level at which they will
express performance.” Kettunen (2015) is of the view that various man-
agement approaches can be integrated in HEIs to improve institutional
performance. A review of documented experiences from 2000 to 2016
found that institutions that based their PMS on the Lean Six Sigma im-
proved their administrative efficiency and the quality of education re-
ceived by their students (Nadeau, 2017).

However, Decramer et al’s (2008) study at a Flemish HEI
observed that objectives or targets were not formally captured by the
PMS. This meant that neither qualitative nor quantitative dimensions
of performance targets were set. It renders it difficult to objectively
measure performance at the end of the performance cycle.

It is good practice in PM to set both qualitative and quantitative
targets at the beginning of the performance cycle as this enables objective
periodic performance reviews and performance evaluation at the end of
the cycle. It encourages employees to perform to the best of their ability
and to come up with the necessary strategies and resources to achieve
the set targets. In turn, this enables the purpose of both PM and QA to
be fulfilled. It is thus feasible to blend the two management systems
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because they can work in their different management structures without
short changing each other with the overall aim of improving individual
and organisational performance.

Similar Tools Can be Used for PM and QA in HEIs
The study’s results (x = 4.07 and ¢ = 0.39) point to agreement that
similar tools can be used for PM and QA systems.

The results are similar to those reported in extant literature.
Spangenberg (1994) noted that PMS consists of four stages (planning,
managing, reviewing, rewarding). On the other hand, QA islargely based
on the Deming quality cycle (PDCA) (Alauddin and Yamada, 2019). Itis
possible that the PM cycle and the QA cycle can be superimposed and
work as one cycle for continuous performance and quality improvement.
A number of scholars have supported the use of the Balanced Score Card
(BSC) (Wahid, 2019), Lean Six Sigma (LSS) (Lu et al., 2017; Montgomery,
2017; Svenson et al., 2015), and 360-degree appraisal (Banda, 2012) for
both management systems. Furthermore, Cappeli and Tavis (2016),
Desmet and Gagnon (2018) Qureshi and Abro (2016) and Krenkel
(2012) note that both PM and QA systems can be implemented using
bespoke Information and Communications Technology (ICT) tools.

The continuous improvement cycle (PDCA) proposed by Deming
and the PM cycle supported by Armstrong (2014) and Spangenberg
(1994) can be superimposed and work as one. The use of ICT facilitates
the blending of the two systems, at the same time benefiting the
organisation in terms of agility through instant feedback for continuous
improvement. It further strengthens the nexus between the two systems.
As the tools work to fulfil the needs of one system, the needs of the
other can also be fulfilled. The use of similar tools thus leverages the
development of a framework to blend PM and QA in HEIs.

Performance Management and Quality Assurance Should be ICT-Based
ICT is an essential element in the design of a PMS in HE. The results
show a strong need for ICT in the design of PMSs in HEIs (x = 4.37 and
o =0.81).

Thisisinlinewith Silimperietal. (2002), whonoted thatresources are
an essential element in building a QA system. Availability and readiness
for the use of ICT are dependent on the availability of other resources
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like funding, knowledgeable personnel, and supportive leadership,
among others. A management system cannot be sustained if it lacks
adequate resources such as capacity building, communication, and other
key support functions (Silimperi et al., 2002). These observations are in
line with modern organisational trends and extant literature. Kairuz et
al. (20106) also observed that usage of ICT for administrative purposes
improves HEIs’ efficiency and effectiveness. Bazigos et al. (2014) note
that ICT is a strong predictor of organisational health and performance
as it offers speed and stability, thereby providing organisational agility.
Adina-Petruta and Roxana (2014) state that ICT can be used to improve
policy formulation and execution and that it is a catalyst for innovation,
quality and excellence. Cappelli and Tavis (2016) highlighted that ICT in
HE provides an effective way of managing performance and reinforcing
desired behaviours through giving employees instant feedback (Cappelli
and Tavis, 20106). It also assists in determining the nature of the
adjustments required to enhance performance (Lunnenburg, 2o0r11).
Rasappan (2010) and Madhekeni (2012) observe that a management
information system provides data for monitoring and evaluation at
all levels to assist managers in making effective, timely decisions. Ali
and Mahfod’s (2015) research on PMS in HEIs in Bahrain found that
regular informal feedback via ICT was more effective than that provided
annually in a more formal manner.

However, the use of ICT in HE PM has been associated with
stress and burnout among academics, particularly those of mature age
(Voakes et al., 2003). Nonetheless, it is crucial for HEIs to use it to
reap the maximum benefits. Among other things, it can be used for self-
assessment, programme assessment, online evaluation of teaching and
learning, rating, and obtaining feedback from students and peers.

Performance Management Requires Open and Effective Communication
The results (x = 3.58 and ¢ = 0.70) point to general agreement with the
statement that PM requires open and effective communication.
Silimperi et al. (2002) argue that communication is an essential
element in building a QA system. Prisacaru and Litivin (2017) also noted
that open and effective lines of communication are a common building
block for PM and QA systems. Allui and Sahni (2016) found that strategic
human resources management practices such as communication
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significantly improved teaching and learning processes at Chicago
Universities. The organisational culture improved as management
communicated more effectively with employees (Allui and Sahni, 20106).

According to the Goal Setting Theory, effective teams share
knowledge and information (Locke and Latham, 2007, 2019). Franco-
Santos and Doherty (2017) posit that two-way communication enhances
motivation and facilitates achievement of an organisation’s mission.
Similar observations were made by Kok and McDonald (2017) in a study
of five HEIs in the UK. They found that the top-ranked departments
reported more frequent communication with their management as
formal, structured channels of communication were in place (Kok and
McDonald, 2017). In those that were ranked low, communication was
less frequent and more informal, and the communication channels were
not transparent (Kok and McDonald, 2017). Adherence to old-fashioned
top-down communication not only undermined professional autonomy,
but also led to “over-managed institutionalised mistrust” (Deem et al.,
2007, p. I90).

Information is the life blood of an organisation and communication
channels are the veins that ensure that no part of it is starved of
information. Therefore, HEIs should establish open, effective channels
of communication with two-way interaction between organisational staff,
target communities and other stakeholders. This enables achievements
and successful strategies to be shared, boosting organisational
performance.

The University Must Embrace Performance-Based Marketing

In the highly competitive HE landscape, performance is one way for
HEIs to market themselves. The results (x = 3.27 and ¢ = 0.50) suggest
a neutral position on the statement that universities must embrace
performance-based marketing.

Judson and Taylor (2014) observed that, in the face of increasing
competition for students, more HEIs are adopting aggressive marketing
strategies. However, Helgesen and Helgesen (2008) noted that this
requires that managers are familiar with the processes that deliver value
to students. This implies that HEIs should embrace performance-based
marketing strategies. Hattie (1990) and Soutar and McNeil (19906) cited
by Abdullah (2006) observed that the performance indicators used
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in such institutions tend to be measures of activity, rather than true
measures of the quality of educational services. As such, they do not
comprehensively measure the quality of education (Abdullah, 2000). A
survey conducted by Owlia and Aspinwall (1997) found that students
were ranked as the most important HE customers; thus, student
experiences should inform performance based marketing strategies
(Owlia and Aspinwall, 1997). This is logical as quality is sometimes
described as meeting customer expectations. In the quest to develop
performance-based marketing, HEIs should put customers at the
centre and thus prioritise performance indicators to do with students.
Furthermore, this is a sound way to blend PM and QA.

Supervisors Act as Coaches and Mentors

Both PM and QA systems are based on the principle of continuous
improvement that entails that staff members learn whenever an
opportunity arises. As such, supervisors have a responsibility to coach
and mentor their staff. The study’s results (x = 4.00 and o = 0.38)
reveal agreement with the statement that supervisors act as coaches and
mentors.

Silimperi et al. (2002) recommended an on-going process to ensure
thatstaffhavethenecessarytechnicalskillstocarryoutPMresponsibilities.
Supervisors should consciously build employees’ capacity so that they
keep up with the demands and expansion of PM and QA (Silimperi
et al., 2002). Vandenberghe (2016) posits that supervisors as mentors
can shape employees’ tasks and job conditions, enhance commitment
and encourage perceptions of job enrichment among employees, all of
which foster employee retention. This is a theme in the Social Exchange
Theory. Mentoring and coaching make employees feel supported (Cook
and Rice, 2000) and they are likely to reciprocate through commitment
to the organisation. In support of the Social Exchange Theory, Dawley
et al. (2007) point out that supervisors act as agents of the organisation
and have direct responsibility for directing, evaluating and supporting
their subordinates. Though daily interactions with subordinates and
direct control over work assignments, they are well-placed to act as
mentors (Scandura and Williams, 2004). The Organisational Support
Theory suggests that agents’ (supervisors) actions are indicators of the
organisation’s intent (Levinson, 1965). They should intentionally drive
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the organisation to where it is supposed to go in terms of performance;
that is, meeting qualitative and quantitative targets. They also have the
task of imparting PM and QA skills to employees.

Management Interaction with Staff is a Powerful Performance
Management Tool

It is crucial for management to interact with staff on a regular basis
in order for the system to remain healthy and organisations should
establish mechanisms to facilitate such. The results show that the
respondents held strong views in this regard (x = 4.13 and 6 = 0.51).

The results are similar to those of Cappelli and Tavis (2016) who
noted that firms across the world are replacing annual reviews with
frequent, informal check-ins between managers and employees. Such
interaction has become important in successfully running organisations.
Regular conversations between supervisors and subordinates to discuss
performance and development enable an organisation to remain
competitive; indeed, 70% of multinational companies are moving
towards this model (Cappelli and Tavis, 2016). De Smet and Gagnon
(2018) concur and state that, as organisations become more agile,
they are using ICT to improve management and staff interaction.
Alonderiene and Majauskaite (20106) asserted that effective leadership
in HEIs sets the future direction, communicates it to staff, and creates a
positive organisational climate by involving staft in key decision making
and providing feedback on performance. Lu et al. (2017) described
management interaction with staff as one of the most important
characteristics of Lean Six Sigma leadership in HEIs.

Organisations have traditionally held periodic performance
reviews with subordinates to discuss their work. The drawback is that
performance deficiencies take time to be rectified. Technology can be
harnessed to revolutionise PM by enabling frequent interaction between
management and staff so that they learn from each other on a daily basis,
facilitating continuous improvement.

Rewarding Good Performance is More Important than Penalising Poor
Performance

Rewarding staff for good performance is more beneficial than penalising
them for poor performance because rewards are a powerful motivating
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factor. The results show that the respondents agreed with this statement
(x = 4.08 and 6 = 0.45).

Silimperi et al. (2002) noted that reward is one of the building
blocks of a QA system. Rewarding performance and efforts made to
improve quality foster both commitment to improve performance and
motivation to strive for excellence (Silimperi et al., 2002). Recognition or
rewards reinforce interest in performance improvement endeavours and
encourage staff to support organisational values (Silimperi et al., 2002).
Turk (2008) contends that linking rewards to the accomplishment of
strategic goals makes for an effective compensation system. These
observations are in line with the Reinforcement Theory which postulates
that behaviour is shaped by controlling the consequences of employee
behaviour (Skinner, 1938; Krishnan and Amuthan, n.d.). Rewards are
used to reinforce desired behaviour, with penalties preventing undesired
behaviour (Skinner, 1938; Krishnan and Amuthan, n.d.). However,
Morrish and Sauntson (2016) observed that the penalties used at
Imperial College and the University of Birmingham disempowered and
humiliated academics. They can be regarded as crude PM, particularly
withregard to the threatthey pose toacademic freedom, genuine academic
productivity and knowledge advancement (Morrish and Sauntson,
20106). The notion that rewarding performance is more effective that
penalising poor performance is also aligned with the Stewardship Theory
that posits that when employees are considered as stewards, there is
no misalignment between their interests and those of the organisation
(Franco-Santos and Doherty, 2017). Stewardship research advocates for
practices such as high levels of employee involvement and participation,
provision of the necessary resources for performance enhancement,
two-way communication, opportunities for learning and development
and most importantly, fair and valuable rewards to enhance motivation
and facilitate fulfilment of the organisational mission.

PM and QA are Grounded in a Common Set of Core Values
Core values were one of the key elements used in this study to measure
the convergence of PM and QA. The findings demonstrate strong staff
perceptions on the convergence of these management systems (x = 4.03
and ¢ = 0.57).

Numerous scholars agree that the two management systems are
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based on the same core values which are management commitment,
continuous improvement, a customer focus, employee involvement
and participation, training and learning, rewards and recognition, and
management by facts (Niyivuga et al., 2019, Zwain et al., 2017; Psomas
and Antony, 2017; Prisacaru and Litvin, 201y; Igbojekwe et al., 2015).

Examples of QA and PM systems that have the same core values
include the BSC, Total Quality Management, ISO standards and LSS (Lu
etal.,, 2ory; Kim-soon et al., 2014). Higher education institutions should
therefore strive to develop similar sets of core values for PM and QA so
as to facilitate the nexus between the two.

Performance Management Includes a Personal Development Plan
A PMS seeks to develop individual employees through training and
development in skills identified by performance deficiencies during
the cycle. Personal development plans are thus a feature of a PMS. The
results (x = 3.48 and ¢ = 0.67) suggest agreement with this assertion.
This finding is in line with Silimperi et al.’s (2002) assertion that
capacity building is one of the essential elements of a QA system. It en-
compasses formal training, coaching, mentoring, self and peer apprais-
al, performance improvement, and QA, among other performance and
quality improvement activities (Silimperi et al., 2002). Otoo and Mishra’s
(2018) study on the impact of human resource development practices on
employee performance in small and medium scale enterprises observed
that career development involves an organised, formalised, planned ef-
fort to train employees so as to achieve a balance between the individu-
al’s career needs and the organisation’s workforce requirements (Otoo
and Mishra, 2018). The study indicates that comprehensive PM should
include both personal and organisational development (Otoo and Mish-
ra, 2018). Decramer et al. (2008) found that Flemish HEIs’ PMS was not
very effective in improving individual and institutional performance be-
cause personal development plans were not formally captured. Harvey
and Green (1983) cited by Allui and Sahni (2016) defined strategic hu-
man resources development as identifying and developing employees in
conjunction with the development of corporate and business strategies
for the future. Such initiatives can be used to facilitate the development
of a blended PM framework in HE.
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The University Must Build a Culture of Performance

The respondents showed strong agreement (x = 4.51 and ¢ = 0.63)
with the statement that universities need to build a strong culture of
performance.

This result is in line with Bititci et al. (2004) who argue that the
introduction of a PMS in HEIs can transform employee values, attitudes
and behaviours, thus leading to eventual change in the organisational
culture. Shields (2008) also contends that PM can be used as a tool
to transform people’s values and form a new culture. Allui and Sahni
(2016) found that strategic human resources management practices like
PM play a crucial role in building a culture of performance in HEIs
in Saudi Arabia. In seeking to change the organisational culture, it is
important to involve employees. Bontis (1996) highlighted that human
capital may be an organisation’s only sustainable competitive advantage
in the ever changing world. Indeed, Sarwar et al. (2021) concluded that
it has become more important than new technologies or financial and/
or material resources. The Resource Based View theory (Wernerfelt,
1994; Barney et al., 2001) holds that sustainable competitive advantage
is based on the competitiveness of firm-specific resources that have the
following attributes: valuable, rare, inimitable and non-substitutable
(VRIN) (Lockett and Thompson, 2009). If properly trained, human
resources can drive the organisation towards excellence.

A PMS backed by strong QA elements starts from the individual
and build upwards to inculcate a performance culture. A culture of
excellence is thus a way of blending PM and QA through the VRIN
attributes in employees.

The study’s results and the literature review highlight the PM-QA
nexus. This suggests the need for a framework to systemically blend
these systems. The thesis is that PM should mainstream QA dimensions,
and the two functions can be implemented in conjunction.

Partelow (2023) describes a framework as a supporting structure
around which something can be built; a system of rules, ideas or beliefs
that is used to plan or decide something. Binder et al. (2013) note that a
framework provides a set of assumptions, concepts, ideas and practices.
The main issue is plurality and connectivity. McGinnis and Osrom (2014)
define a framework as the basic vocabulary of concepts and terms that can
be used to construct the kind of causal explanations expected of a theory.
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A system generally has inputs, processes, outputs and feedback and
these are features of PM and QA. The study’s results revealed elements
that can be used to blend PM and QA in HEIs. These are modelled
around Silimperi et al.’s (2002) framework which uses eight elements.

The elements in Table 2 constitute a systematic framework to blend PM

and QA.

Table 2: Elements to be considered in blending PM and QA

Elements in Silimperi et al.’s
(2002) framework

Elements considered in this study

Significance*

Policy

Structure and leadership

Core values

Resources

Capacity building

Communication pathways

Reward

Use of performance indicators
Inclusive determination of targets
Purpose of QA and PM

Strategic plans and QA/PM
policies

Supervisors as coaches and
mentors

Management involvement
Common set of core values

Use of ICT tools

Similar tools for PM and QA
Personal development plan
Culture of performance

Open and effective communication
Performance-based marketing

Rewarding good performance

Moderate
Moderate
High
High

High

High
High
High
High
Moderate
High
Moderate
Low

High

*is based on the study’s results. x scores greater than 4 were considered of high significance, above 3.5 but less than 4,

moderate and below 3.5, low.

Proposed framework

The elements constitute building blocks upon which QA and PM can
find convergence. Systemic blending refers to separate structures but

one system. The framework is based on the 14 elements arising from the

results. The statements in the third column in Table 3 below start with

an action verb to direct action toward the intended result. This renders

the framework action and results-oriented. The elements are grouped

into eight parameters derived from Silimperi et al.’s (2002) framework.

It should be noted that structure and leadership are combined due to
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their overlapping functions.

Table 3: Proposed framework for systemic blending of PM and QA

Parameter Element Strategy
Use of performance Ensure each policy embraces the
indicators affordances of the other
Inclusive determination of Implement policies through an ICT
targets platform

Policy Purpose of QA and PM Have separate PM and QA policies

Strategic plans and QA/PM
policies

Implement policies conjunctively
via Deming’s PDCA continuous
improvement cycle

Structure and
leadership

Supervisors as coaches and
mentors

Have separate PM and QA structure

Management involvement

Provide leadership support for both PM
and QA

Provide a Vision and Mission that
support PM and QA

Core values

Common set of core values

Provide a common set of core values for
PM and QA

Promote core values that emphasise
quality performance

Provide common KPIs for PM and QA

Resources

Use of ICT resources

Implement both policies using similar
resources i.e., human, financial,
equipment, etc.

Similar tools for PM and QA

Implement both polices employing
similar tools

Capacity building

Personal development plan

Develop both PM and QA competencies

Culture of performance

Develop a culture of performance for
both PM and QA

Communication

Open and effective
communication

Develop common functional
communication pathways for PM and

QA

Develop a feedback mechanism for both

performance

athways
P Y systems
Performance-based Emphasise performance-based
marketing marketing
Reward Rewarding good Provide incentives for the attainment

of desired performance and quality
standards
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Conclusion

The study’s findings suggest that PM and QA can be blended in HEIs
to come up with an integrated PM approach. This can be achieved by
infusing QA activities into PM activities, particularly at the beginning
of the performance cycle. Performance management and QA systems
can be built using similar elements which are policy, structure and
leadership, core values, resources, capacity building, communication
pathways and the reward system. The major benefit is synergy which
will come about as a result of combined resources in the form of person
power, finance, ICT and several others. The use of ICT is crucial to
provide the much needed agility and make it possible to tailor make
the system for a particular institution. Performance management and
QA activities can be carried out on a single ICT platform in an HEL
Therefore, simultaneous implementation of PM and QA is eminently
possible. It is made possible by formulating annual performance plans
with measurable key performance indicators related to quality and
targets. These indicators have elements of both PM and QA, creating a
framework that promotes continuous performance improvement.
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