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Abstract
Keywords Suboptimal teacher performance management implementation contributes to persistent
Teacher Performance Management low student achievement in Indonesian elementary education, yet limited research
Learning Achievement examines how contextual variations shape management effectiveness in resource-
Pedagogical Competence constrained rural settings. This qualitative comparative case study investigated teacher
Case Study performance management across Armstrong's five-stage framework (planning,

implementation, monitoring, assessment, follow-up) at two elementary schools in
Naringgul District, Cianjur Regency. Data were collected through in-depth interviews

Article History with principals, teachers, and students; participatory classroom observations; and
Received 2025-11-02 document analysis, then analyzed using Miles, Huberman, and Saldafia's interactive
Accepted 2025-12-25 model. Both schools implemented all performance management stages systematically,

though with distinct approaches: SDN Mulyasari employed backward design planning

Copyright © 2026 by Author(s). and spontaneous differentiated instruction despite infrastructure limitations, achieving

This is an open access article under 65% student competency attainment, while SDN Tegallame utilized behavioral objectives

the CC BY-SA license. planning and programmatic differentiation with superior technology integration,
achieving 75% attainment. The study revealed effective monitoring requires "nested
feedback loops" combining classroom-level formative assessment with school-level
clinical supervision. However, a critical implementation gap emerged: weak linkage
between performance evaluation outcomes and targeted professional development
interventions in both schools. Findings demonstrate that effective performance
management permits multiple valid instantiations shaped by context, with pedagogical
adaptability partially compensating for resource constraints. The research advances
theoretical understanding by conceptualizing monitoring as synergistic multilevel systems
while identifying the evaluation-to-development gap as a key barrier to transformative
impact, suggesting educational leaders must prioritize systemic integration and establish
explicit pathways connecting assessment to focused professional learning.

The quality of education fundamentally determines a nation's capacity for sustainable
development and global competitiveness (Abrha & Weldeyohans, 2025; Kolawole et al., 2022).
Research across diverse contexts demonstrates that strategic investments in education enhance
productivity, foster innovation, and drive sustained economic growth (Li & Sun, 2023; Zhang et al.,
2023). In Indonesia, this imperative is enshrined in Article 31 of the 1945 Constitution and
operationalized through Law Number 20 of 2003 concerning the National Education System, which
guarantees every citizen's right to accessible basic education. As the foundational stage where
students develop essential competencies, character formation, and cognitive frameworks, basic
education serves as the cornerstone of human capital development (Wechsler et al., 2016). Suyanto
(2021) emphasizes that the quality of basic education directly influences students’ success at
subsequent educational levels and ultimately shapes the quality of national human resources.
However, despite this constitutional commitment and recognized importance, Indonesia continues to
face persistent challenges in educational quality, as evidenced by its consistently low rankings in
international assessments such as the 2018 Programme for International Student Assessment (PISA)
(Klieme & Nilsen, 2022).
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Central to addressing these quality concerns is the recognition that teacher quality represents
the most critical determinant of educational outcomes (Baumert et al., 2010; Hanushek & Rivkin,
2006; Kunter et al., 2013). International research consistently demonstrates that teacher competence
significantly influences instructional quality and, consequently, student achievement and engagement
(Fauth et al., 2019; Nilsen & Gustafsson, 2016). Mulyasa (2019) asserts that no education system can
surpass the quality of its teachers, as they constitute the frontline agents of the learning process. This
recognition has prompted increasing attention to teacher performance management as a systematic
approach to ensuring and enhancing educational quality (Aguinis, 2009; Van Dooren et al., 2015).
Dessler (2018) conceptualizes performance management as an integrated system aligning individual
objectives with organizational strategic goals, a framework that, when applied to educational contexts,
positions school principals as central figures in designing and maintaining consistent performance
patterns (Seyfried et al., 2019). Effective teacher performance management encompasses a structured
cycle of planning, implementation, evaluation, and professional development, supported by
appropriate facilities such as training programs, in-house professional development, and an
appreciative organizational climate that fosters commitment and creativity (Awan et al., 2020).

Despite widespread recognition of performance management's importance, substantial gaps
persist between theoretical frameworks and practical implementation in educational settings. Previous
research has documented various aspects of teacher performance management, with studies by
Zubair, Sasongko, and Aliman (2017) and Sudrajat (2018) confirming that effective performance
management begins with well-structured planning cycles. Research demonstrates that approximately
65% of variation in student achievement can be attributed to teacher competence (Blomeke et al.,
2016; Kunter et al., 2013; Kurniawan, 2021), while international studies provide empirical evidence of
the positive relationship between teacher competencies and student learning outcomes (Darling-
Hammond, 2018; Fauth et al., 2019; Konig et al., 2021). However, existing literature predominantly
focuses on isolated components of performance management or examines implementation in urban or
well-resourced contexts, leaving significant knowledge gaps regarding how performance management
systems function holistically in resource-constrained rural settings and how different contextual factors
shape implementation outcomes (Alshaikhi & Alshaikhi, 2021). Rural schools in developing countries
face distinctive challenges including teacher shortages, limited infrastructure, inadequate learning
materials, and restricted access to professional development opportunities (Akyeampong et al., 2013;
Hayes & Bulat, 2017; Tikly, 2011).

The present study addresses these gaps by examining teacher performance management
through Armstrong's (2020) comprehensive five-stage framework encompassing planning,
implementation, monitoring, assessment, and follow-up. This theoretical lens provides a systematic
approach to understanding the complete performance management cycle and its relationship to
student learning achievement (Catalogo & Doromal, 2022; Esteban et al., 2024). Importantly, this
research adopts a comparative case study design across two different elementary schools in rural
settings, allowing for nuanced analysis of how contextual variations influence performance
management effectiveness. This comparative approach responds to calls in the literature for more
context-sensitive research that acknowledges the complex interplay between management systems
and local conditions, particularly in resource-constrained environments where educational challenges
are most pronounced (Levin & Lockheed, 1991; Tikly, 2011).

The research problem is situated within the broader challenge of suboptimal student learning
achievement in Indonesia, as documented by the Ministry of Education, Culture, Research, and
Technology (2022). While multiple factors contribute to this challenge, evidence suggests that
inadequate implementation of teacher performance management systems plays a significant role
(Abdullah et al., 2020). This is particularly concerning given that Law Number 14 of 2005 and
Regulation of the Minister of National Education Number 16 of 2007 mandate that teachers must
master four core competencies: pedagogical, professional, social, and personal. Among these,
pedagogical competence emerges as particularly critical, as research demonstrates its direct influence
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on instructional quality and student outcomes across diverse educational contexts (Baumert et al.,
2010; Canuto et al., 2024; Konig et al., 2021). It governs teachers' capacity to design, implement, and
evaluate learning processes aligned with student characteristics, thereby creating active and
conducive learning environments. Preliminary data collected in April 2025 from SDN Mulyasari and
SDN Tegallame in Naringgul District, Cianjur Regency, revealed substantial disparities in both teacher
competency indicators and student achievement outcomes between the two schools, despite their
geographic proximity and similar resource contexts. At SDN Mulyasari, only 65% of students achieved
minimum competency standards with notably low student engagement, while SDN Tegallame
demonstrated 75% achievement rates with more effective learning processes. These variations
suggest that differential implementation of performance management systems may significantly
influence educational outcomes even within similar contextual constraints.

This study therefore aims to provide comprehensive analysis of how teacher performance
management is implemented across Armstrong's five stages in two contrasting elementary school
contexts and how this implementation relates to student learning achievement. By examining both
successful practices and persistent challenges, this research seeks to contribute to theoretical
understanding of performance management in educational settings while generating practical insights
for developing contextual and adaptive performance management models suitable for rural schools.
The significance of this research extends beyond the immediate study sites, as findings may inform
policy and practice improvements in similar resource-constrained contexts throughout Indonesia and
comparable developing country settings, ultimately contributing to enhanced basic education quality
and more equitable educational outcomes (Levin & Lockheed, 1991; Sintema, 2020).

This research employed a qualitative approach utilizing a comparative case study design to
investigate the phenomenon of teacher performance management within authentic educational
contexts (Baxter & Jack, 2008; Yin, 2018). The comparative case study methodology was deliberately
selected as it enables systematic examination of multiple cases while allowing for in-depth exploration
of contextual variations and their influence on implementation outcomes (Harrison et al., 2017;
Kaarbo & Beasley, 1999). This design facilitated rich understanding of how teacher performance
management operates across two distinct elementary school settings, namely SDN Mulyasari and SDN
Tegallame in Naringgul District, Cianjur Regency, thereby enabling identification of both
commonalities and divergences in management practices and their relationship to student learning
achievement. The comparative approach strengthens confidence in the generalizability of findings
while maintaining the depth characteristic of qualitative inquiry (Bartlett & Vavrus, 2017).

Research participants were purposively selected to ensure comprehensive representation of
stakeholders directly involved in teacher performance management processes. Primary informants
included school principals from both institutions, who serve as key implementers of performance
management systems, classroom teachers across various grade levels who represent the subjects of
performance evaluation and professional development, and students who constitute the ultimate
beneficiaries of enhanced teaching quality. This purposive sampling strategy aligns with established
qualitative research principles that emphasize selecting information-rich cases capable of illuminating
the phenomenon under investigation (Creswell, 2018; Patton, 2015). The selection of SDN Mulyasari
and SDN Tegallame as research sites was based on preliminary survey data indicating substantial
variations in both teacher competency indicators and student achievement outcomes despite similar
resource contexts, thereby providing theoretically relevant cases for comparative analysis.

Data collection employed triangulation through three complementary techniques to ensure
validity and comprehensiveness of findings (Carter et al., 2014; Denzin, 1978; Patton, 1999). First, in-
depth semi-structured interviews were conducted with principals, teachers, and selected students to
capture diverse perspectives regarding performance management implementation, experiences,
challenges, and perceived impacts. Interview protocols were designed to elicit detailed narratives
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while maintaining flexibility to explore emergent themes. Second, participatory classroom observations
were systematically undertaken to directly witness teaching practices, teacher-student interactions,
instructional strategies, and learning environments, thereby providing behavioral evidence to
complement self-reported data. Observation protocols focused on pedagogical competence indicators
and their manifestation in actual practice. Third, comprehensive document analysis examined teaching
preparation materials including lesson plans and teaching modules, student assessment records and
progress documentation, supervision reports and feedback instruments, and school policy documents
related to performance management. This methodological triangulation enhanced credibility by
enabling cross-validation of findings across multiple data sources and reducing potential biases
inherent in any single method (Flick, 2018; Morgan, 2024).

To ensure trustworthiness and rigor of the qualitative data, several validation strategies were
implemented throughout the research process. Data source triangulation was achieved through
collection of information from multiple stakeholder groups across different times and contexts (Carter
et al., 2014). Methodological triangulation combined observational, interview, and documentary
evidence to provide convergent validation (Heale & Forbes, 2013). Member checking procedures
involved sharing preliminary interpretations with participants to verify accuracy and resonance with
their lived experiences (Creswell & Poth, 2018). Additionally, prolonged engagement at both research
sites enabled development of rapport with participants and deep contextual understanding necessary
for credible interpretation. These validation strategies collectively addressed the four criteria for
trustworthiness in qualitative research: credibility, transferability, dependability, and confirmability
(Lincoln & Guba, 1985).

Data analysis followed the interactive model developed by Miles, Huberman, and Saldafia
(2014), which conceptualizes analysis as a cyclical and iterative process comprising three concurrent
flows of activity. First, data reduction involved systematically selecting, focusing, simplifying, and
transforming raw data through coding processes that identified patterns, themes, and categories
relevant to teacher performance management and student achievement. This included both initial
descriptive coding and subsequent analytical coding that developed conceptual understanding.
Second, data display organized compressed information into structured formats such as matrices,
networks, and charts that facilitated systematic comparison between the two cases and enabled
pattern recognition across data sources. These visual representations proved particularly valuable for
identifying convergences and divergences in implementation approaches and outcomes. Third,
conclusion drawing and verification involved interpreting displayed data to generate provisional
findings, which were then systematically tested against the complete dataset through searching for
disconfirming evidence, considering alternative explanations, and checking for internal coherence. This
interactive model allowed for continuous movement between data collection, reduction, display, and
conclusion drawing, enabling progressive refinement of interpretations throughout the analytical
process (Miles et al., 2014; Saldafia, 2016). The comparative dimension was incorporated by
developing parallel analytical frameworks for both schools that facilitated systematic cross-case
synthesis, thereby revealing how contextual factors shaped performance management effectiveness
and ultimately influenced student learning outcomes.

Results

The findings of this comparative case study reveal comprehensive insights into how teacher
performance management operates across five distinct stages in two elementary schools with
contrasting contexts. Table 1 presents a summary of key findings organized by performance
management stages.

The comparative analysis reveals that while both schools implement all five stages of teacher
performance management, significant variations exist in approach sophistication and resource
availability. The data indicate that SDN Tegallame generally demonstrates more structured and
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technologically supported practices, reflected in the 10-percentage-point difference in student
achievement rates (75% vs. 65% meeting minimum competency standards). However, SDN Mulyasari
exhibits particular strength in fostering student-centered participatory learning despite resource
constraints, suggesting that pedagogical adaptability can partially compensate for infrastructural

limitations.

Table 1. Summary of Teacher Performance Management Implementation Findings

Stage SDN Mulyasari SDN Tegallame Comparative Analysis

Planning Backward design approach Behavioral objectives approach Both systematic but differ
(Wiggins & McTighe, 1998); (Mager, 1962); detailed in instructional  design
begins with Learning measurable indicators from Basic philosophy; facility
Outcomes; systematic but Competencies; systematic with constraints more
limited by infrastructure better facility planning pronounced at Mulyasari

Implementation High student participation Structured delivery (75% KKM Tegallame  demonstrates
(65% KKM achievement); achievement); optimal media higher achievement with
adaptive teaching; strong utilization; technology-enhanced technology advantage;
discussion-based learning; instruction; balanced teacher Mulyasari shows strength in
limited technology guidance participatory pedagogy
integration

Monitoring Formative assessment in Continuous assessment; Both apply formative
classroom; clinical systematic supervision; detailed assessment effectively;
supervision implemented; diagnostic feedback; structured Tegallame provides higher
positive but general documentation quality, more  specific
feedback feedback

Assessment Regular formative and Comprehensive evaluation Tegallame demonstrates
summative evaluation; system; diagnostic feedback more sophisticated
motivational feedback; aligned with learning objectives; assessment practices with
student progress tracking data-driven decisions better feedback specificity

Follow-up Spontaneous differentiated Programmatic differentiation  Both schools show strength
instruction; responsive to through P5 projects and in teaching adaptation;
high-achieving students; extracurriculars; structured systemic gap in connecting
limited systematic student development; proactive performance evaluation to
professional  development principal initiatives but weak focused professional
linking evaluation-training linkage development

An unexpected finding emerged regarding the relationship between feedback quality and
professional development systems. While SDN Tegallame provides more detailed, diagnostic feedback
through its assessment processes, neither school has established robust mechanisms to systematically
translate supervision findings into targeted professional development interventions. This disconnect
suggests that even schools with strong monitoring and assessment practices may struggle to close the
loop between performance evaluation and teacher growth opportunities, potentially limiting the full
impact of performance management on continuous improvement.

Another notable discovery concerns the differential implementation of differentiated instruction.
SDN Mulyasari's approach is characterized by spontaneous, teacher-initiated interventions responsive
to immediate classroom needs, exemplified by teachers providing additional hands-on practice when
identifying high-performing students. This reflects what Tomlinson (2001) conceptualizes as process
and product differentiation occurring in real-time. Conversely, SDN Tegallame employs a more
institutionalized approach through flagship programs like the Pancasila Student Profile Strengthening
Project (P5) and structured extracurricular activities, creating systematic opportunities for skill
development beyond the formal curriculum. These contrasting approaches suggest multiple viable
pathways to addressing diverse student needs, each with distinct advantages: spontaneous
differentiation offers immediate responsiveness to individual learners, while programmatic
differentiation ensures consistent access to enrichment opportunities for all students.

The infrastructure gap between the two schools, particularly in technology access, represents a
critical contextual factor shaping implementation quality. Despite both schools demonstrating teacher
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competence in planning media integration, SDN Tegallame's superior technological infrastructure
enables more consistent implementation of technology-enhanced instruction. This finding underscores
the interaction between teacher pedagogical knowledge and material resources, where even well-
designed plans may encounter implementation barriers due to systemic constraints beyond individual
teacher control. The data suggest that while teacher quality remains paramount, equitable resource
distribution is essential for translating pedagogical competence into consistent instructional quality
across different school contexts.

Discussion

The findings of this study provide substantive evidence that systematic teacher performance
management, when implemented comprehensively across all five stages identified by Armstrong
(2020), significantly influences student learning achievement. The 10-percentage-point achievement
differential between SDN Tegallame (75%) and SDN Mulyasari (65%) demonstrates that variations in
performance management implementation quality correlate with measurable differences in
educational outcomes, even when schools operate in similar geographic and socioeconomic contexts.
This finding extends previous research by Kurniawan (2021) and Abdullah et al. (2020), which
identified teacher performance management as a critical determinant of student achievement, by
providing detailed comparative analysis of how specific implementation approaches produce
differential outcomes.

The study's revelation of two distinct yet equally valid instructional planning approaches—
backward design (Wiggins & McTighe, 1998) and behavioral objectives (Mager, 1962)—challenges
assumptions about pedagogical uniformity. While contemporary educational discourse often privileges
certain planning frameworks, our findings suggest that implementation quality and contextual
appropriateness may matter more than adherence to any single model. This aligns with Bartlett and
Vavrus's (2017) argument for comparative approaches that recognize multiple pathways to
effectiveness. Importantly, both schools demonstrated that systematic planning, regardless of specific
framework, provides essential structure for effective instruction, confirming foundational research by
Zubair, Sasongko, and Aliman (2017) and Sudrajat (2018) on performance management cycles.

The study's most theoretically significant contribution concerns the synergistic relationship
between micro-level formative assessment and macro-level clinical supervision in effective monitoring
systems. Our findings demonstrate that successful monitoring requires concurrent operation at both
levels: teachers continuously assessing student learning in real-time (Black & Wiliam, 1998; Wiliam,
2011) while principals provide collaborative, growth-oriented supervision aligned with clinical
supervision principles (Cogan, 1973). This two-tiered monitoring system creates what might be
termed "nested feedback loops"—immediate adjustments at the instructional level embedded within
broader cycles of professional reflection and development. This finding responds to calls in recent
performance management literature (Catalogo & Doromal, 2022; Esteban et al., 2024) for
understanding how different organizational levels interact to support teacher effectiveness.

However, the study also reveals a critical implementation gap that warrants scholarly attention:
the weak linkage between performance evaluation outcomes and targeted professional development
interventions. Despite both schools conducting regular supervision and providing feedback, neither
has established systematic processes for translating identified development needs into focused
training opportunities. This finding problematizes simplistic models of performance management as
linear cycles and instead reveals them as complex systems where information flow may be disrupted
at key nodes. The gap identified here echoes concerns raised in international literature about
performance appraisal systems that emphasize evaluation over development (Mosoge & Pilane, 2003),
suggesting this challenge transcends national contexts. This disconnect may explain why, as
Suryapriadi et al. (2020) note, many performance management systems fail to achieve their full
potential for driving continuous improvement.
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The differential achievement outcomes between the two schools, while partially explained by
resource availability, also illuminate the complex interplay between pedagogical competence,
infrastructure, and student engagement. SDN Tegallame's technology-enhanced instruction aligns with
extensive research demonstrating the effectiveness of multimedia learning resources (Gagné, 1985;
Dale, 1946), yet SDN Mulyasari's strength in fostering active student participation through discussion-
based methods reflects the power of constructivist pedagogies (Bonwell & Eison, 1991; Vygotsky,
1978). This finding challenges deficit narratives that attribute lower achievement in under-resourced
schools solely to inadequacies, instead highlighting how different strengths may emerge in response
to contextual constraints. The ability of SDN Mulyasari teachers to achieve 65% student proficiency
despite infrastructure limitations demonstrates what might be termed "resourceful pedagogy"—the
capacity to leverage available assets, particularly strong teacher-student interaction, to partially
compensate for material constraints.

This research advances theoretical understanding of teacher performance management in three
key ways. First, it demonstrates that effective performance management is not a monolithic construct
but rather permits multiple valid instantiations shaped by contextual factors. Second, it reveals the
critical importance of systemic integration, particularly the need for feedback loops connecting
evaluation to professional development. Third, it provides empirical evidence for the nested nature of
monitoring systems, where classroom-level and school-level processes must operate synergistically.
Practically, these findings suggest that educational leaders should prioritize building comprehensive
performance management systems rather than focusing on isolated components, ensure adequate
resource provision alongside teacher development, and establish explicit pathways from performance
evaluation to targeted professional learning opportunities.

This study's scope was limited to two elementary schools in a single district, potentially
constraining transferability of findings to other contexts. The qualitative case study design, while
enabling deep contextual understanding, precludes statistical generalization. The cross-sectional
nature of data collection captured performance management implementation at a single point in time,
limiting insights into longitudinal development or seasonal variations. Additionally, student
achievement data relied on school-reported minimum competency standards rather than standardized
external assessments, which may affect comparability. Future research employing longitudinal mixed-
methods designs across larger samples could strengthen understanding of causal relationships
between performance management practices and student outcomes. Investigations into how the
identified evaluation-to-development gap might be systematically addressed would offer valuable
practical contributions, as would comparative studies examining performance management in urban
versus rural contexts or across different educational levels to test the transferability of these findings.

This comparative case study demonstrates that comprehensive implementation of teacher
performance management across Armstrong's (2020) five-stage framework significantly influences
student learning achievement, as evidenced by measurable differences in competency attainment
between SDN Mulyasari (65%) and SDN Tegallame (75%). The research reveals that effective
performance management permits multiple valid instantiations shaped by contextual factors, with
both backward design and behavioral objectives approaches proving equally viable when implemented
systematically. Critically, the study identifies a previously underexplored implementation gap: the
weak linkage between performance evaluation outcomes and targeted professional development
interventions, which limits the transformative potential of performance management systems even
when monitoring and assessment practices are well-established.

The theoretical contribution of this research lies in conceptualizing monitoring systems as "nested
feedback loops" operating synergistically at classroom and school levels, advancing understanding
beyond linear cycle models prevalent in existing literature. Practically, findings suggest educational
leaders must prioritize systemic integration over isolated component improvement, ensure equitable
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resource provision alongside teacher development, and establish explicit pathways connecting
evaluation to focused professional learning. The study demonstrates that pedagogical adaptability can
partially compensate for infrastructure constraints, as evidenced by SDN Mulyasari's achievement
despite resource limitations, challenging deficit narratives about under-resourced schools.

However, this research's scope was limited to two elementary schools in a single district,
potentially constraining transferability. The cross-sectional design captured implementation at a single
timepoint, precluding longitudinal insights into developmental trajectories. Future research employing
mixed-methods longitudinal designs across larger, more diverse samples could strengthen causal
understanding and test the transferability of these findings. Investigations specifically examining how
to systematically bridge the evaluation-to-development gap would offer valuable practical
contributions to performance management scholarship and practice, particularly in resource-
constrained contexts where such systems are most needed yet face greatest implementation
challenges.
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