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ABSTRACT

Title: The Management of Educator Appraisal in South African Schools

within the Changing Environment

Candidate: Joel Mpikayipheli Mthethwa

Supervisor: Professor A.J. van der Bank

Department: Educational Management and Fundamental Education
Degree: Philosophiae Doctor

This research seeks to examine the positive features of the appraisal instrument on the
one hand, and its negative and constraining factors on the other, as observed by the
researcher. This is done by examining the elements that seemed to work particularly well,
and those that were confusing or not effective in the eyes of the educators. Thus, the old
stereotyped ground principles that were common in our schools and classroom situations,
and that forced educators into similar and unquestioned moulds, have largely become
questionable in the current education system of the Department of Education in South
Africa.

The study is concerned with the concept of Appraisal; its types, processes, criteria,
models, problems and systems in South Africa, as compared with United Kingdom and
United States of America. The research goes further to treat educator appraisal as a
managerial task of staff development teams and educators as a whole. The school
principal is still recognised as a manager of human and material resources in the current
changing environment in South African schools and this is a problem, as people resist
change. In this light, the staff development teams are both professional and administrative

leaders in schools. Thus, the research focuses on the management of appraisal and the
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process of change in the classroom situation as well as on the appraisal of a new

developmental system, with the view to answer the following questions:

° Does an effective educator appraisal process improve and maintain high quality

education in schools?

° What models and strategies may be used by the management staff development

teams to manage the appraisal and change processes?
Chapter One outlines an introductory classification of the research project.

Chapter Two contains a review of literature on educator appraisal and factors affecting
it. The analysis of the system of educator appraisal in South Africa is compared with the

systems in the school situation in the United Kingdom and the United States of America.

Chapter Three deliberates the management of the new appraisal system and change
processes as major tasks of the staff development teams, appraisal panels and educators.
The usefulness and the problems of the appraisal instruments in the classroom situation

are also discussed.

Chapter Four provides a detailed analysis of the facts from the literature study in

Chapters One, Two and Three.

Chapter Five contains the suggested model, i.e. “The Staff Development Model”, which

is the writer’s contribution to this research.

Finally, in Chapter Six, findings from both the literature and empirical studies are

critically discussed.
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SAMEVATTING

Titel: Die bestuur van onderwysertaksering in Suid-Afrikaanse skole

binne ‘n veranderende omgewing

Kandidaat: Joel Mpikayipheli Mthethwa

Toesighouer: Professor A.J. van der Bank

Departement: Opvoedkundige Bestuur en Fundamentele Opvoedkunde
Graad: Philosophiae Doctor

Die doel van hierdie navorsing is om enersyds die positiewe eienskappe van die
takseringsinstrument en, andersyds, die negatiewe en beperkende faktore daarvan vanuit
die oogpunt van die navorser, onder die loep te neem. Die elemente wat vir die opvoeders
oénskynlik behoorlik gewerk het en dié wat verwarrend of oneffektief is word ondersoek.
Gevolglik word die ou stereotipe grondbeginsels wat algemeen in skole en klaskamers
gevind is en wat opvoeders in gelyksoortige en onbevraagtekende vorms gedwing het, in
die huidige en veranderende strukture van die Departement van Onderwys in Suid-

Afrika, bevraagteken.

Die studie het te make met die konsep van taksering: soorte, prosesse, kriteria, modelle,
probleme en sisteme in Suid-Afrika, vergeleke met dié van die Verenigde State van
Amerika en die Verenigde Koninkryk.

Verder behandel die navorsing onderwysertaksering as ‘n bestuurstaak van die personeel-
ontwikkelingspanne en opvoeders as geheel. Die skoolhoof word steeds beskou as die
bestuurder van die menslike en materiele hulpbronne in die huidige veranderende
omstandighede in Suid-Afrikaanse skole. Die situasie skep egter ‘n probleem aangesien

mense gekant is teen verandering. In hierdie opsig is die personeelontwikkelingspanne
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beide die professionele en die administratiewe leiers in skole. Die navorsing fokus dus op
die bestuur van taksering en die prosesse van verandering in die klaskamer, asook op die
taksering van ‘n nuwe stelsel van ontwikkeling, met die oog op die beantwoording van

die volgende vrae:

. Bevorder en handhaaf ‘n effektiewe stelsel van onderwysertaksering die gehalte

van opvoeding?

° Watter modelle en strategieé kan deur personeelontwikkelingspanne toegepas

word om onderwysertaksering en prosesse van verandering te bestuur?
Hoofstuk een bevat die inleidende klassifikasie van die navorsingsprojek.

Hoofstuk twee bevat ‘n oorsig van die literatuur oor onderwysertaksering en faktore wat
dit beinvloed. ‘n Analise word gedoen van die stelsel van onderwysertaksering in die
skoolsituasie Suid-Afrika, vergeleke met die stelsels van die Verenigde Koninkryk en die

Verenigde State van Amerika.

Hoofstuk drie bespreek die bestuur van die nuwe stelsel van onderwysertaksering en die
prosesse van verandering as hoofopdrag van die personeelontwikkelingspanne,
takseringspanne en opvoeders. Die nut van die takseringinstrumente en gepaardgaande

probleme in die klaskamer word ook hier bespreek.

Hoofstuk vier is 'n volledige ontleding van die feite van die literatuuroosig in hoofstukke

een, twee, en drie.

Hoofstuk vyf bevat ‘n voorgestelde model, “Die Personeelontwikkelingsmodel”, die

navorser se bydrae tot die navorsingsprojek.

In Hoofstuk ses word die bevindinge van die literatuurstudie en die empiriese studie

krities bespreek.
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CHAPTER ONE
INTRODUCTORY ORIENTATION

1.1 INTRODUCTION

West-Burnham (1993:6-7) argues that appraisal in the context of school management is neither
about personal and career development, nor is it about the accountability of educators through
control procedures. It is argued that appraisal is to help the educator to be an effective member of
the school as an organisation and to recognise that organisational effectiveness is a direct function
of individual effectiveness. It is also important to stress that organisational and educator
development could only be beneficial to the school. If appraisal is to be successful then it must be
firmly integrated into the management structures and processes of the school. West-Burnham
(1993:7) further argues that if this is done, then at worst it will become a marginal bureaucratic
routine and, at best, mutual therapy. The integration into the management structure of the school
ensures that appraisal is kept in perspective in that it is a process, a routine and a beginning to a
larger end. Its success is subject to fundamental prerequisites in a management structure,

facilitating the appraisal process.

Emerson and Goddard (1997:6) argue further that regular and formal appraisal of the performance
of all educators is necessary if the Department of Education is to have reliable, comprehensive
and up-to-date information. This is necessary for the systematic and effective provision of
professional support and the development of educators to the best advantage of the school, with
those encountering professional difficulties being promptly identified for appropriate guidance

and support.

It is contended that a professional model of appraisal works from the naive premise that no
educator is perfect in the classroom situation. There is, however, room for improvement and

review and training associated with development.

Equally, appraisal could serve as a vehicle to help educators come to terms with and prepare for
change. So it is opportune for developmental appraisal at this current changing condition in the
Department of Education for all stakeholders to prepare for change. Therefore, the

implementation of the appraisal process cannot be over-emphasised.
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Van der Westhuizen (Ed.) ef al. (1999:1 — 2) argue that, as a result of the increasing complexity
of the school as an organisation, educational leaders, staff development teams and all educators

are now subjected to changing demands, especially with regard to their management tasks.

It is these days argued that managerial training is expected in addition to education training (on
the part of the principal). In the past, the principal’s task used to be focused mainly on
management. In the new developmental appraisal system, however, all educators are involved in
managerial duties. In short, it has changed to a more management-directed task for all educators,

even in the classroom situation.

Educators as a whole can no longer be expected to perform their duties in a hit-or-miss fashion.
There is an urgent need for all educational leaders to receive both academic and professional
training in educational management and change and to equip them for the new classroom
approaches (methodology). That is why the appraisal process was implemented in all South

African schools in the nick of time.

Lemmer and Squelch (1994:136-137) concur in that change in any school is inevitable. All of us
experience change, whether it is imposed upon us or initiated by us. The two authors further state
that the question, therefore, is not whether or not to change, but how to manage appraisal and
change in such a way that it makes the school more effective and does not disrupt the educational

processes.

In this research, change will focus on the changing attitudes of educators, their behavioural
performance and the way they act in the classroom situation. Educator-centred change has
numerous implications for the educators themselves, who are required to create a classroom

culture and the learning experiences that are relevant to all learners.

This study will look at the new development appraisal system, its basic processes, strategies,
models, effective appraisal and change management, as well as at staff development teams. It is
envisaged that the contents of this study may present stakeholders with a range of ideas, strategies
and skills for building and maintaining effective schools through effective school management

during this current changing environment in the Department of Education in South Africa.
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West-Burnham (1993:9) is of the opinion that as appraisal is a process of review against needs
and requirements, it allows for the negotiation of appropriate teaching and learning strategies in
terms of content and subject delivery in the classroom. It is argued that although this may be a
cliché, we never stop teaching and learning, and appraisal is a powerful means of managing that
teaching and learning to optimum effect. Some educators argue that they are good in the
classroom and therefore do not need appraising. This derives the reality of curriculum change,
career development and the need to sustain high levels of delivery consistently over time.
Professionalism implies a commitment to offer sustained excellence to learners and appraisal is
the most effective vehicle for achieving this. The issue of appraisal in schools is a topical issue

that may have an important influence on schools in the future.
1.2 ACTUALITY OF THE RESEARCH
The National Teacher Appraisal Pilot Report (1997:55-56) argues as follows:

One may ask the question: Why is this research so important for education at this stage? It signals
a wanted shift from the old to the new and a sound basis upon which a culture of learning and
teaching may be restored. This research bridges the old system of judgmental approach to the
new system of developmental approach. It is argued that for at least the past decade, educators’
morale declined and they have prevented any form of inspection in their schools as a result of
unfair practices, political control and ground intimidation, as well as the harassment of educators
through inspectoral processes and other forms of educator evaluation. The report further argues
that, as such, the new developmental appraisal process is intrinsically linked to establishing a
conducive climate wherein teaching and learning could actually occur. The process of appraisal
may establish educators’ trust and confidence in the fact that their work is being viewed fairly and
justly, and that the processes they are part of are democratic, transparent and involve them every
step of the way. This goes a long way in restoring educators’ faith in their work and in the
authorities to which they are accountable.

At this stage of education in South Africa, this research is vital as it may change the mindset of
the present appraisers, who have consciously or unconsciously been implementing a fundamental
bureaucratic method to adapt a developmental approach, also changing the mindset of appraisers
to accept that appraisal is necessary for the improvement of the education system. It could be a

developmental and an evaluative process in which the staff development teams, appraisal panels
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and all educators are involved - not only the principal, as it was in the old education system. This
will be a system of retaining in South African education that which incorporates newly
developing international trends in appraisal, which are relevant to our classroom situation. A
Facilitator’s Manual (1997:16) endorses the fact that this appraisal process is designed and
intended to entrench strengths, develop potential and overcome the weaknesses in the educator’s
system. The above arguments are all in line with the Bill of Rights, as endorsed in the
Constitution of the Republic of South Africa (1996:13). In fact, the new South African education
policy has been influenced by the Constitution in that everyone has a right to a basic education,
including adult basic education, as well as to further education, which the state, through
reasonable measures, must make progressively available and accessible. Everyone also has a right

to establish his or her own independent educational institution.
1.2.1 Previous Research

Previous research done of the concept of appraisal, the management of appraisal and change in

the South African changing educational environment:
1.2.1.1 South African research

Ndlovu (1993:67-68) conducted a study on “Teacher evaluation as perceived by KwaZulu
secondary school teachers,” This research was not on the concept of developmental appraisal and
change in the classroom situation, but was global research. He used the concept that was common

during the apartheid era.

Authors like Those Having Torches (1985:142), Thomas (1985:374) argue that, “the essence of
evaluation is a process of measurements. Although it is rarely precise and the only measuring
scale, which might readily be used, it would be ordinal. It includes the whole process of
information gathering, analysis of and reflection about this information, the weighing of
alternatives and making a final judgement of their relative worth”. Monk and Harris (1992:18)
argue in the same way as the above authors. They all concur with Schumacher and McMillan
(1993:518) in that evaluation is the application of research skills to determine the work of an
educational practice. It aids in decision making at a given site(s) and adds to the research-based

knowledge about specific practice that may or may not be relevant to more general audiences.
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Chisholm et al. (1993) conducted a study on “National teacher appraisal pilot project, Education
Policy Unit” under the auspices of the University of Witwatersrand, Johannesburg. This study
was conducted on evaluation before implementation of the process of appraisal and concentrated

on the past wrongs of evaluation, not on developmental appraisal in the classroom situation.

Munro (1993:80) conducted a study on “The potential of systematic staff appraisal for
professional development of teachers in the KwaZulu-Natal province”. The process of appraisal
had not yet been implemented in the South African classroom situation. Munro's research did not
concentrate on the in-depth investigation of the concept of appraisal and the management of

change.

Between 1994 and 1999 the researcher conducted a study on appraisal (unpublished) on the
management of educator appraisal in South African schools within the generally changing
environment. The current study is, however, concerned with the practice of the appraisal concept

in the classroom situation.

Jobodwana (1998) undertook a project number 975449 on “Critical analysis of teacher appraisal
in African schools with special reference to the Eastern Cape.” The aspect of management of
appraisal and change was not treated. Under the auspices of the Rand Afrikaans University,
Chauke (1999) undertook a project, number 975258, on teacher appraisal as an aspect of school
management and the implications thereof for whole school development. This was a general
study in South African schools. In the same year Jobodwana (1998) also conducted a study,
project number 975446 on “Teacher appraisal in education” under the auspices of the Port

Elizabeth Technikon. This was general research on education in the Eastern Cape.

In 2000, Mokgalane et al. (1997) undertook a project, number 972512, on national appraisal pilot
reports, under the auspices of the University of the Witwatersrand. Mokgalane (1996) conducted
another project, number 967709, on “Teacher appraisal: Project workshop proceedings. Under the
auspices of the University of South Africa, Monyatsi (1999) undertook a project, number 975680,
on “Teacher appraisal: An evaluation of practices in Botswana secondary schools.” This research
concentrated on secondary schools only and was not well represented. The current research,
however, involves both secondary and primary school educators and is conducted in the province

of KwaZulu-Natal.
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This research is quite distinct from that of previous research studies in that it concentrates on the
implementation of the appraisal process, the management of the appraisal system and on change
in the classroom situation. It is conducted in the year 2000 (as mentioned before) and the

resources mainly used are those approved by the present Department of Education.

Although many other research studies have been conducted in South Africa, only a few have been

mentioned above.
1.2.1.2 Overseas research

Several relevant research studies have been conducted overseas and in Africa, but a few will be

mentioned.

The authors Whitehead, Le Roux, and Munky (1992-1999/09) ED 430022 conducted research on
“my learning curve” using visual rapid appraisal in the evaluation of the extended practicum in a
teacher education programme. The response of thirty-one Canadian teacher candidates in four
focus groups showed that the appraisal technique was effective when used within a focus group
setting. McDowell (1999) ED 428419, conducted an investigation on “Administrators’
perceptions of the performance appraisal interview.” The study focused on departmental
heads/chairs’ perceptions of the appraisal interview. The results indicated that approximately
twenty percent of respondents were satisfied with their performance during the appraisal

interview, but eighty percent felt that their appraisal was reliable and valid.

Bullard (1998) ED 428074 presented a paper on self-evaluation. The paper exposed different
methods in which teachers are able to make a useful assessment of their own teaching. These
methods are reflective evaluation, an important part of the new approach to teacher self-
evaluation; action research projects and teacher journals; professional development; peer
coaching, etc. All of these approaches provide opportunities for teachers to engage in self-
reflection and collegial interaction. The project number ED 424304 by Texas Education Agency
in Austin, division of educator development projects on “Professional development and appraisal
system”, explains the professional development appraisal system and its requirements and

implementation.
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Mo (1998) ED 420720 conducted a study of the effectiveness of teacher appraisal in Hong Kong
self-management schools. The paper exposed that teachers were more likely to benefit from
appraisal if they perceive that it is helping them grow professionally, that the appraisal procedures
are formative, and that the feedback provided is useful. Ware-William ef al. (1992) ED 348401
on the factor structure of the North Carolina teaching performance appraisal instrument, analysed
the chi-squared test for the model and the fit inside suggested an inadequate model. Halliday
(1989) ED 341122 conducted a study on Teacher Management and Records in the National
Education system. This study aimed at developing an information record system. Examples had
been drawn from education systems in Africa, particularly Southern Africa. One of the aspects
outlined is the planning of teacher management, which involves developing a formula for staff
establishment and planning for teacher supply. Many other research projects have also been

conducted overseas.
1.2.1.3 The influence of previous research on this study

The author undertook an in-depth literature study on the research projects conducted on the
appraisal concept, the management of appraisal and the changes in this regard, both in South
Africa and abroad. Examples of these are found in Chapters Two and Three of this research. The
researcher has come across a number of research studies on appraisal in general. None of these
were, however, based on the classroom situation in KwaZulu-Natal province in particular. Some
studies merely outline the concept of appraisal, whereas in this study, the management of

appraisal and change are also discussed.

Studies overseas, such as that of Brandley et al. (1989:28-31), discuss the professional growth of
educators and assistance of schools to function more effectively, but do not deal with the skill of
managing change in appraisal. This study again stresses the purpose of education management
development to build the capacity of the system of appraisal management, beginning with the
whole school level to effect transformation by improving the quality of teaching and learning in a
different environment, not in South Aﬂica in particular, but in the KwaZulu-Natal context. The
Brandley (1989) research has some bearing on a report of the Department of Education (1996).
This report stresses the purpose of appraisal in schools; similar to the purpose stressed in the
report by Brandley (1989), but in a different environment. Studies conducted by Those Having
Torches (1985:1987) argue that appraisal is designed to improve the quality of education for

learners by assisting educators to realise their potential and to carry out their duties more
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effectively. This, however, occurs in a different environment as mentioned above. The major

difference again is that the South African research is conducted in alarming physical facilities.

1.2.1.4 The purpose of exploratory and empirical research on appraisal and management of

appraisal and change

This study tables the results of an exploratory study and empirical research undertaken by the
writer. Only the relevant stakeholders such as the principals, deputy-principals, heads of
departments and educators are involved. The second part of this chapter constitutes mainly an
empirical study of the implementation of the appraisal systems and management of appraisal and

change in the classroom.
1.3 STATEMENT OF THE PROBLEM

It is contended that appraisal has always been and will continue to be contentious. This research
does not pretend that a new form of appraisal, or any form of appraisal for that matter, will
resolve all problems in schools. Instead, it seeks to emphasise two relatively simple points: firstly,
that the way things are done is crucial to the success of any project and, secondly, that appraisal is
not an end in itself but a means to the larger end. So the attempt to tie the appraisal more narrowly

to new forms of control over educators is not part of the research.

Monareng (1998:3) has rightly said, “the statement of the problem is very important since it
sharpens the focus, and with a sharper focus, one is able to determine the real scope of the topic”.
He further argues that it begins with a search for information that, correctly assembled, leads to
valid conclusions. Mouton and Marais (1993:38) state that there are three factors that co-
determine the manner in which research problems are formulated namely, the unit of analysis
research, goal and research strategy. Monareng further argues that for educational change to occur
and to be managed consistently, appropriate settings should be structured in such a way that
optimum conditions are created and a conducive atmosphere is established in schools to
accommodate all people who are affected by change at different levels of operation. The

problems in this research are the following:
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1.3.1. Main problem questions

How can the new developmental appraisal process develop and improve the quality of teaching

and learning in the classroom in all South African schools?

The management of appraisal and change will be researched. Focus will be on: approaches to
appraisal; problems of appraisal; processes of appraisal; components of appraisal; types of
appraisal; models of appraisal; systems of appraisal and also the management of change in South
African schools, with particular reference to the KwaZulu-Natal schools. Here the focus will be
on the role of the educator development teams, the task of the human resource manager and
schools’ management teams, the principal and appraisal teams as agents of change, managing
resistance to change, strategies to curb resistance to change, usefulness of the instrument of

appraisal and the usefulness of the development growth plan.

Based on a literature review in the research, appraisal in the Republic of South Africa, the United

Kingdom and the United States of America will be compared.
1.3.2 Sub-problem questions
The following sub-problems will also receive attention:

o What is the role of the appraisal teams in the appraisal process?

e How might a principal identify areas of teaching and learning where development is most
needed, and further, can appraisal development teams identify the strengths and weaknesses
of an educator?

e What are the educators’ perceptions about appraisal?

o What criteria may staff development teams use in the appraisal of educators?

o Will all the teaching staff accept appraisal as the only instrument in the classroom?

e  Why is classroom appraisal of importance?

e Can staff development teams measure the competency of an educator?

o Are there any obstacles and constraints hindering the appraisal panels’ process of
appraisal?

o  What strategies can curb resistance to change?
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e Can the staff development model improve the educators’ classroom performance?

All the above questions will be addressed. The development appraisal instrument is not the only
one. This study will focus on appraisal, bearing in mind that there are other instruments that could

be used in the classroom.
14 HYPOTHESIS
1.4.1 Definition

Schumacher and McMillan (1993:88) state that a research hypothesis is a tentative statement of
the expected relationship between two or more variables. In other words, the statement describes
the predicted results. The two authors further state that problem statements and hypotheses are
similar in substance, with the exception of those hypotheses that are declarative statements, more
specific than problem statements, clearly testable, and indicative of the expected results.
Monareng (1998:5) argues that a hypothesis could be deducted in two ways: inductively from the
researchers’ observations and deductively from theories (Babbie, 1992:64). This research applies
the deductive approach. It is argued that the thesis sentence guides the research. The thesis
sentence is a kind of hypothetical proposition that requires evidence in order to support or test it.
Monareng (1998:5) further argues that it is a conclusion in search of arguments, normally a
deductive approach. De Vos (Ed.) et al. (2000:116-117), however, maintains that, according to
Kerlinger (1986:17), a hypothesis is a conjectural statement of the relation between two or more
variables. They argue that hypotheses are always in the declarative sentence form and relate,
either generally or specifically, variable to variable. They add that there are two criteria for good
hypothesis statements. These are hypotheses that are statements about the relationships between
variables and hypotheses that carry implications for testing the stated relationships. Vos (Ed.) ez
al. concludes that hypothesis statements contain two or more variables that are measurable or
potentially measurable and that they specify how the variables are related. It is evident that the
definition of the above authors concur. Therefore, the negative findings of the hypothesis are
sometimes as instant as positive ones, since they cut down the total universe of ignorance and

sometimes point out fruitful further hypotheses and lines of investigation (see Chapter Four in

this research).
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1.4.2 Hypothesis formulation

This is formulated as follows: The new appraisal process may develop and improve the quality of
teaching and learning in the classroom situation and the educator development teams may curb
resistance to change in the classroom situation of South African schools. The above statements

are testable and verifiable and may therefore lead to the solution of the problem in this research.
1.5 AIMS AND OBJECTIVES OF THE RESEARCH

De Vos (Ed.) et al. (2000:6-7) argue that, there is confusion about the exact meaning of the
concepts: purpose, aim and objective. The above authors add that the Webster’s Third
International Dictionary (1959:972, 1556) defines both aim and objective as the end toward
which effort is directed (that is the aim and purpose), whereas the Shorter Oxford English
Dictionary (1980:865) uses the exact wording of the Webster for the definition of aim. De Vos
(Ed) et al. also maintains that authors like (cf. Koontz, O’Donnell & Weihrich, 1980:189) draw a
distinction between purpose, aim and objectives, but other authors (cf. Raymond, 1981:707, note

7) equate aim with objectives.

For the sake of clarity to the readers of this study, the researcher proposes to use the words aims
and objectives. The aim of this research is professional development in the classroom situation,
with appraisal as a tool and contributory element, not a focus in appraisal. Professional
development is something that, hopefully, might be the end product. If professional development
and educator appraisal are to be inextricably linked, schemes must consider how educators may
improve their effectiveness, and also provide conditions which will sustain the process of

appraisal and any resulting changes in the current situation of school education in South Africa.

The researcher aims at the improvement of the quality of learning and teaching across the whole

range of performance in the classroom and therefore the professional development of educators

must focus on the following:
o improved effectiveness of their role, making possible adjustment to their role in the

classroom situation;

e opening up of possibilities for major changes in their roles in the classroom;

11
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e recognising and developing professional potential among educators, even those outside the
classroom situation;

e helping individual educators to recognise and identify their own professional needs through
the process of appraisal in the classroom situation;

e  preparing educators to assume more responsibility for their own performance by encouraging
self-analysis, and

e providing regular, constructive and shared dialogue to sharpen and deepen educators’

perceptions of their own performance in the classroom situation.

This research is aimed at achieving all the above aims and objectives. It aims at determining new
roles for educators; identifying special talents in educators; upgrading service records on all
educators; encouraging frequent interchange of ideas between levels and aiming at setting
performance standards and monitoring the performance of educators through well-established

systems of appraisal in all schools in South Africa.

In addition, this research aims at translating key responsibilities into essential tasks
(accountability), so that it is of vital importance that educators should know exactly what they are

being asked to do in their professional roles.

Another underlying aim of this research is self-diagnosis, whereby the principal and educators
must agree on the nature of the job, creating a spirit of professional freedom for initiative and

individuality among educators in the job, with a predominance of team teaching among educators.

Furthermore, this research should provide evidence of strengths and weaknesses on the part of the
educators, identifying master educators and weak educators as well as finding out about learner

learning and all evidence of classroom activities in the South African education system.

In short, classroom observation in this research will aim at giving credibility and relevance to the
process of appraisal in the classroom and giving professionals an opportunity to display their

acquired skills and professional expertise.

Without sound management skills, the aims of this research may not be achieved. Consequently,

it must also aim at the tactical use of didactics and exploratory styles of teaching, promoting

12
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regular and thorough markings, which is done at the appropriate time and meets the needs of

individuals within the classroom situation.

This aim may attain a substantial rate of success by using a range of learning activities, which are
appropriate for the age and ability of the learners at every level. It is argued that research should
aim at unfolding staff potential that could best be realised in action in the organisation of the
whole school. This research also aims at identifying the professional traits within educators and
thus places the appraiser and appraised in a position of confidence with regard to the appointment
of staff to promotion posts and by changing objectives and procedures in the classroom. Thus,

educators’ classroom performance may be improved in the whole of South Africa.

The research also aims at enhancing the quality of learning for learners by maximising the
- professional growth of educators, and thereby assisting schools and colleges of education to
function more effectively. Whole school evaluation and individual appraisal are both
complementary and inextricably linked. Accordingly, appraisal is a process that has to be seen in
the context of the management of educators that may enable them to improve the quality of
learning and teaching in the classroom situation. It also aims at improving teaching performance.
However, it may be seen as a means of making the in-service training policy of schools’ more
effective in that it does not just provide assessment of performance, but focuses more precisely on

identifying training needs.

Briefly, all aims of this research are concerned with the professional development and reviewing
of the performance of the educator in the classroom situation. This is why educator appraisal
plays such an essential part in the professional development of educators in South African

schools.

1.6 RESEARCH DESIGN AND METHODOLOGY

1.6.1 Empirical study in this research

The researcher intends using literature review, the questionnaire and the structured interview for
the collection of data in this research. Unless the research design and methodology are logical, the

results that emerge from such a study would not be reliable. It is therefore imperative to go into

some fair detail on the research methodology used in this study, which is descriptive. The design

13



~

3

\ 4

IVERSITEIT VAN PRETORIA
VERSITY OF PRETORIA
E

UN
UNIVE
YUNIBESITHI YA PRETORIA

is both quantitative and qualitative. De Vos (Ed.) et al. (2000:15) argue that qualitative research
methodologies deal with data that are principally verbal in nature, while quantitative research
methodologies deal with data that are principally numerical in nature. The authors De Vos (Ed.)
et al. (2000:15) add that there is confusion about the exact meaning of these terms. They conclude
that quantitative research approach in the social sciences is more highly formalised as well as
more explicitly controlled, with a range that is more exactly defined and which in terms of the
methods used, is relatively close to physical science. The procedures in qualitative approaches are
not as strictly formalised, while the scope is more likely to be undefined and a more philosophical

mode of operation is adopted.
1.6.1.1 The literature review technique

De Vos (Ed.) et al. (2000:64:66) and Schumacher and McMillan (1993:113) maintain that a
literature study contributes towards a clearer understanding of the nature and meaning of the
problem that has been identified by other authors. It is however unfortunate that not all
researchers are convinced of the necessity of the literature review as an integral part of the

research process.

Literature study may disclose that someone else has already performed essentially the same
research with which you are busy and further provides a substantially better insight into the

dimensions and complexity of the research problem.

It is also argued that literature study equips the investigator with a complete and thorough
justification for the subsequent steps, as well as with a sense of importance of the undertaking. It
is unfortunate that novice researchers commonly make the mistake of putting off their literature
review until they have sharpened their research question and come up with a design to investigate

it.

De Vos (Ed.) et al. (2000:66) state that, in short, literature study not only justifies the consecutive
steps to be followed in the research process, but also demonstrates the underlying assumptions
behind the general research questions. It also defines and redefines the research questions and
related tentative hypotheses by embedding those questions in larger empirical traditions. It is also

argued that a review of literature enables the researcher to define and limit the problem of

14
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research; avoid unintentional and unnecessary duplication, relate the findings to previous

knowledge and suggests further research.
1.6.1.2 The questionnaire technique

De Vos (Ed.) et al. (2000:89) maintain that a questionnaire is an instrument containing open or

closed questions or statements to which a respondent must react.

In this research group questionnaires are used. The researcher conducted the group

questionnaires.

The researcher held a discussion with the whole group and, after the discussion, completed the
questionnaires himself, in accordance with the instruction of the groups. The researcher had to
guard against bias. Finding a suitable venue for the groups was also a problem. Some educators
had problems in understanding the questionnaires, as well as with some of the concepts used,

such as appraisal; self-appraisal, etc.

The researcher has chosen to use four long questionnaires. The four questionnaires analysed the

following:

Questionnaire 1: Threats of appraisal;

Questionnaire 2: Educator appraisal;

Questionnaire 3: Management and change concepts;

Questionnaire 4: Concepts of developmental appraisal;
Appraisal problems in the classroom;
Perceptions of the managers in the new education system in South Africa;
Advantages and disadvantages of the process of classroom observation;
Benefits and self-appraisal;
The present system of education in South Africa;
The concept of the human resource manager in the school, and

The developmental plan in the classroom situation.

It should be noted that questionnaires one and four may be termed schedules (see questionnaires

one and four in Chapter Four).
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It is argued by De Vos (Ed.) et al. (2000:163-164) that it is difficult to get exact equal intervals
and educators do not assess the degree of difference between the categories similarly. Murphy
and Torrance (1987:67) concur with De Vos by saying that, unless most carefully prepared,
questionnaires could lead to the mindless accumulation of non-interpretable data, expensive in
time and resources. They must be weighed against the benefits that are likely to accrue. It is also
argued that many recipients regard questionnaires as impersonal and intrusive in nature. The

above authors share almost the same views about the questionnaires in this research.
1.6.1.3 The structured interview

To support this concept, the researcher closely studied the recent research books mentioned in this
section below. The study has some focus on certain educators of the whole educator population. It
is argued that an effective technique when collecting data is the face-to-face contact with the
original source, because, according to Schumacher and McMillan (1993:426) and De Vos (Ed.) et
al. (2000:90 & 313-326), the interview is the most appropriate technique for revealing
information about complex, emotionally laden subjects or for probing sentiments that may
underlie an expressed opinion. It must however be recognised that face-to-face interviews have
several problems. They are time consuming, expensive and limit the number of participants. It is
rightly observed that interviews cost money. There are travelling and subsistence expenses to be
met, as well as payment to interviewers. Interviewers have to be briefed, organised, assisted and
trained; as they may have to cover many dozens of sampling points all over the country. The
structured interviews covered only a few educators from several schools in the KwaZulu-Natal

province.

Admittedly, the face-to-face interview may be the most ideal and effective method of data
collection, but we should not be oblivious to the fact that this also depends on the type of
research. In this study, face-to-face interviews are essential, as the study will involve visiting
educators in the Republic of South, Africa and beyond KwaZulu-Natal, where the researcher
resides. It should be noted that the topics of discussion in a focus group interview are carefully

predetermined and sequenced in an understandable and logical manner.
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It is important to postulate that data can be collected in a number of ways. The method depends
upon the nature of data to be collected and could include any or all of the educational research

methods mentioned above, or others not mentioned in this research.
1.7 CONCEPT CLARIFICATION
1.7.1 Introduction

A number of concepts occur frequently in this thesis and in school documentation, for example,
appraisal, evaluation, management, change, the educator, staff development teams, the
developmental approach, the staff development model, appraisal instrument and human resource

manager.
1.7.2 Appraisal

There are two main types of appraisal - the judgmental and the developmental approaches. A
Facilitator's Manual (1997:11) maintains that the judgmental approach has an overall tendency to
find fault, to be negative in reports that are written and does not acknowledge the positive things
that educators do. There is also a tendency in this approach not to involve the educator who is
being judged in the processes within which decisions about the judgement are made. It is
maintained that a judgmental approach is thus clearly a way of inspecting and, as some would
also argue, of policing educators’ performances. A Facilitator's Manual (1997:11) argues that
summative forms of evaluation tend to use the judgmental approach. They tend to be quantitative
in nature and concerned about outputs or products, whereas a developmental approach rests on
the belief that nobody is full of faults only. Nobody is only and totally negative. This research
will fully address this approach. The notion of appraisal is tied decidedly to a more
developmental approach and does not only focus on what the educator does wrong, but also on
what the educator does right. Accordingly, the formative form of evaluation is linked to the

developmental approach.

Suffolk Education Department in Those Having Torches (1985:142) maintain that appraisal
emphasises the forming of qualitative judgement about an activity, a person or a school.
Furthermore, Lemmer and Squelch (1994:114) argue that effective and efficient staff appraisal is

a way of maintaining a high level of academic standard and achievement, as well as building and
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maintaining an effective schogl. Morris and Everard (1990:90) maintain that appraisal is or
should be an opportunity for the individual to meet his or her manager in order to take stock of
their individual and joint achievements. During the discussion there should be agreement on
action needed to improve the performance of the individual educator in the classroom,
improvement of working relationships with other educators and on developing the individual’s

carcer.

It is argued that well-developed appraisal systems are of considerable benefit to both the educator
and the school. Appraisal motivates educators as it enables them to measure their achievement

and to prepare them for advancement.
1.7.3 Evaluation

Evaluation is a general term and is used to describe any activity by the institution where the
quality of the provision is the subject of systematic study. Suffolk Education Department in Those
Having Torches (1985:142) and Thomas et al. (1985:374) argue that “the essence of evaluation is
a process of measurement.” Although it is rarely precise and the only measuring scale which
might readily be used would be ordinal, it includes the whole process of information gathering,
analysis and reflection of this information, the weighing of alternatives and making a final
judgement of their relative worth. Monk and Harris (1992:18) argue in the same way as the above
authors that evaluation of instructional personnel involves measuring and describing
performances in an operation that is clearly related to the instructional programme in some way.
The above authors concur with Schumacher and McMillan (1993:518) by saying that evaluation
is the application of research skills to determine the work of an educational practice. It aids in
decision-making at (a) given site(s) and adds to the research-based knowledge about specific

practice that may or may not be relevant to more general audiences.
This research will not discuss this concept but mentions it here for the sake of differentiating it

from the concept appraisal, which is now practised in the South African schools, contrary to

evaluation, which was mainly used during the apartheid era.
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1.7.4 Assessment

Assessment implies the use of measurement, or grading, based on known criteria in Suffolk
Education Department in Those Having Torches (1985:142) and in Thomas et al. (1985:383).
They argue that in a managerial set-up, super-ordinates in a hierarchy have a right and obligation
to monitor and judge the work of subordinates. According to Schumacher and McMillan
(1993:586), assessment is the act of determining the standing of an object on some variable, for

example, testing students and reporting raw scores.

All the above authors in this study concur that appraisal is a way of maintaining a high level of
academic standard and achievement. They also concur that evaluation refers to judgement; it is a
process of measurement. Assessment implies the use of measurement grading, based on known
criteria. The difference here is that while evaluation does not use known criteria, assessment uses
known criteria. They maintain that this process creates prejudice in the work situation. Appraisal
as such promotes staff development and also improves the educators’ classroom performance. It

is an accepted concept in the South African school situation.
1.7.5 School management

Van der Westhuizen (Ed.) et al. (1991:55) define educational management as follows:
“Management is a specific type of work in education which comprises those regulative tasks or
actions executed by a person or body in a position of authority in a specific field or area of

regulation, so as to allow formative education to take place.”

According to Morris and Everard (1990:4), “what management is not, is carrying out a prescribed
task in a prescribed way.” In its broadest sense in education, management is about setting
directions; aims and objectives; planning how progress will be made, or a goal achieved,;
organising available resources (personnél, time, resource materials, etc.), so that the goal could be
economically achieved in the planned way by controlling the process and setting and improving

school standards.

According to the report, Department of Education South Africa, December (1996:27), education

management is about doing things and working with people to make things happen. It is a process
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to which all must contribute and in which everyone in an organisation ought to be involved. It is
the purpose of education management in this study to develop educators and to build capacity into
the system of education, beginning at school level, to effect transformation in terms of improving

the quality of teaching and learning.

It should be emphasised that education management development cannot be equated simply with
a focus on school principals, school superintendents of education, etc. As mentioned previously,

all stakeholders must contribute.

Van der Westhuizen (Ed.) ef al. (1991:38-61) further argues that school management implies a
specific kind of working. Effective school management improves the culture of teaching and
learning. It is argued that school management is brought into effect in a specific area of
regulation. The aim of educational management is the realisation of formative education in a
unique way and, furthermore, takes place in relation to a school. In education (school), various
management areas vary according to the different levels of management at which an educational

manager carries out his or her calling.
1.7.6 Change

Change in the context of education management means, for example, that school principals are
exposed to new controls and regulations, growth, increasing competition, technological
developments and changes in the work force. According to Van der Westhuizen (Ed.) et al.
(1996:136), as well as to Lemmer and Squelch (1994:136), the argument is that change, no matter
how insignificant it is, is the key to creating a different environment that is more constructive and
pleasing. A starting point for understanding change is to examine potential areas or change in a
school. These areas of change may be structural change, which refers to changes to policies, rules
and procedures, and people-centred change, which focuses on changing peoples’ attitudes,
behaviour, performance and way of acting. Lemmer and Squelch (1994:136) further argue that
people-centred change has many implications for educators who are required to create a

classroom culture and learning experiences that are relevant to all learners.
Van der Westhuizen (Ed.) e al. (1996:172) argues that change in the school itself is an on-going

process. De Villiers (1981:9), as quoted by van der Westhuizen (Ed.) ef al. above, defines change

in education more explicitly when he says that renewal in primary and secondary education
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occurs regularly in respect of syllabi apparatus, techniques, buildings and administrative matters.
The changes are also foreseen in respect of educator/learner numbers, as well as challenges for

better instruction for more learners with the aid of technological aids.

It is argued that change does occur despite resistance to it, and that is why resistance should be

seen as an inherent part of the changing process.
1.7.7 Educator

The Pocket Oxford English Dictionary (1992:276) maintains that the word educator is a verb
meaning to give intellectual, moral, and social instruction to; to provide education for learners.
The word educator as a noun from the verb ‘educate’, (the Latin word is educe-are rear). In this

study, then, the name ‘teacher’ will be replaced by the term “‘educator’.

Developmental Appraisal for Educators (1997:10) in supporting the Oxford Dictionary, maintains
that, educator refers to any fellow whose conditions of employment are regulated by the
Employment of Educator’s Act, (No. 76 of 1998). This is not a conclusive explanation of the

word educator as compared to the Developmental Appraisal for Educators above.
1.7.8 Appraisal instrument

A Facilitator's Manual (1997:33-35) states that, the developmental appraisal instrument is the
actual tool that is used in the appraisal of educators. It has the guiding principles that underline it.
It practicalises the developmental orientation to appraising educators and embeds in them clearly
how the appraisal process in the professional development of educators may be promoted in
positive ways. So far it is the only instrument that is used in the classroom to develop and
improve the educator’s performance. The use of one instrument for different educators, both
experienced and inexperienced, is a cause for concern among some educators. They maintain that
two instruments must be developed, one for experienced educators and one for inexperienced

educators
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1.7.9  The school staff development teams

Lemmer and Squelch (1994:71) argue that a staff development team in a school is a group of
individuals working together in such a way that they could achieve more corporately than
individually. In this study these teams initiate, co-ordinate and monitor the appraisal process in
schools and ensure that training in the developmental appraisal system occurs. It is also
incumbent upon the staff development teams to facilitate on-going professional support (A
Facilitator's Manual, 1997:28). Gorton (1984:100) and Morris and Everard (1990:172) concur
with the above authors that a staff development team in a school is a group of people that can

effectively tackle any task in a school situation, which it has been set up to do.

It is argued that the functions that staff development teams need to fulfil should not conflate
training and management roles, so that they are able to monitor the implementation of the

developmental appraisal system.
1.7.10 The staff development model

It is argued that this is a continuous and systematic process, intended to help individual educators
with their professional development and career planning, and to help ensure that the in-service
training of educators matches the complimentary needs of individual educators and the school.
Emerson and Goddard (1997:11) and Those Having Torches (1991:11) contend that the
cornerstone of appraisal schemes is the belief that educators wish to improve their performance in

order to enhance the education of learners.

The main feature of staff development in this research will be in identifying areas where the

educator may be able to improve in classroom performance. These areas may be identified in

different causes: 3

¢ The educator may not be aware of shortcomings in a particular area and the weaknesses may
come to light during the gathering of evidence, whether this is inside or outside the classroom

situation.
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In a school situation, Fourie (1998:18) is of the opinion that the human resources manager
manages educators. Educator management is therefore the management of the school's human
resources through the performance of certain duties at different levels for the attainment of certain

objectives (see Chapter Three, paragraph 3.10).

1.7.12 Research programme

Chapter One

Introductory Orientation

Chapter Two Chapter Three
The appraisal development Management of developmental appraisal
process and change processes as managerial tasks
of the appraisal teams

Chapter Four

Exploratory and empirical research on the appraisal process
— and change in the classroom situation —

Chapter Five
Suggested model for the implementation of appraisal in
schools and change management

Chapter Six

Conclusions and recommendations

Figure 1.1. Research Programme

A summary of the structure and course of the research study is provided in the above flow
diagram. In order to elaborate, Chapter One looks at the sequence of events of this research. This
is the introductory orientation chapter, v&;hich introduces the theme of the study, the statement of
the problem and determines the aim of the study. In Chapter Two, the appraisal concept is
critically analysed and discussed. Its implementation in the classroom situation is carefully
followed and problems tabled. In Chapter Three, the management of developmental appraisal and
the change processes are discussed. Chapter Four maps out a report of the empirical study, which

includes the analysis and interpretation of the data obtained through the questionnaires (one, two,
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three and four). Chapter Five contains the model for the management of appraisal and change
processes as major tasks for staff development teams. Lastly, Chapter Six consists of the
conclusions and recommendations for further research. It is envisaged that this study will provide
assistance to the research problem in the current South African education system, which is

undergoing tremendous change.
1.7.13 Conclusion

Appraisal is located within a developmental approach seeking to build on the strengths of
educators. The developmental approach uses what positively exists in educators’ performance and
attempts to erode the negative aspects of an educator’s performance by providing ways in which
such negative aspects may be responded to in a developmental way on the basis of strengths that
exist. The new development appraisal process ensures that the educator being appraised is a part
of the appraisal process and that he/she is able to contribute to decisions aboﬁt his/her
performance and ways in which this may be improved. The statement of the problem for this

study was presented in this chapter.

The hypothesis was formulated, the aims and the research methodology were used and concepts
were clarified. Finally, the research programme for this study is presented in the form of a flow
diagram (Figure 1.1) in order to bring about a better understanding of the process of appraisal as
implemented in South African schools. In Chapters Two and Three, a literature study on the

appraisal concept is undertaken and the management of appraisal and change are analysed.
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CHAPTER TWO

EDUCATOR APPRAISAL IN SOUTH AFRICAN SCHOOLS
With Particular Reference to KwaZulu-Natal

2.1 INTRODUCTION

This chapter is mainly concerned with the concept of appraisal in South African schools, with
particular reference to schools in KwaZulu-Natal. Appraisal, as has been said, is a prominent
feature of the educator’s professional life. According to Lemmer and Squelch (1994:113-114)
“Appraisal is common practice in many schools. Schools are complex organisations that should
have an effective appraisal system to improve and maintain a high standard of teaching and
learning. So appraisal forms a very important part of educators’ work and is done regularly.
Educators use a variety of formal and informal methods of appraisal to assess educators’
performance and progress. This appraisal is necessary to ensure that learners are learning

effectively and are achieving their potential.” This also applies to educators.

According to Munro (1995:22), “the nature of any appraisal system will depend on the purpose
for which it is adopted, and one of the fundamental purposes of this system of appraisal, is to
focus in on the individual educator” (Thurlow, 1992 Lecture Notes). It is argued that appraisal
also relates to school purposes, plans and policies. The focus is essentially on an individual
review and an individual’s professional development. This research has the same purpose as that
of Munro above, namely, educator development and improvement of the quality of education in
the classroom situation. West-Burnham (1993:3) argues that it is a continuous and systematic
process intended to help individual educators with their professional development and career
planning, and to help ensure that the in-service training and deployment of educators matches the
complementary needs of individual educators and the schools. West-Burnham (1993:7) also

emphasises that appraisal is a process, that is, an on-going activity in the school situation.

Broadly speaking, therefore, all the above authors agree that appraisal is an on-going process that
focuses on educator development and the improvement of learning in the classroom situation.

As has been said, educator appraisal is an important management task of the school principal and
management team. In many schools appraisal has been ignored and instead evaluation has been
the order of the day for principals and inspectors of education in South Africa. Vinjevold et al.

(1993:2), in confirming that evaluation was common in South Africa before the new system of
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education came into being, majntains that South Africa’s system of appraisal has largely been
inspectoral and bureaucratic. It has shared with all other aspects of the education bureaucracy a
top-down, closed, hierarchical and authoritarian character. However, the principle in our current
appraisal system is that the appraisal process is conducted by an appraisal team, which should be
inclusive of all stakeholders (appraiser; a peer appraiser; a union representative; head of

department; deputy principal; principal; director and a person outside the school).

At the school level in the Republic of South Africa, supervision has been oriented towards
improving examination results in grade twelve. This is a narrow objective, which does not
improve educational processes in general. It has been focused on assessing educators with a view
to monetary rewards and has been overwhelmingly concerned with compliance with harsh
departmental regulations rather than engaging educators in their work. The policy has changed
drastically in the new South African Education System. Transparency prevents the appraisals
being done in secretive and/or corrupt ways. As the process needs to be open and transparent, all

decisions need to be made explicit and stated openly.

It is argued that the above approach to educator appraisal has been or is unprofessional and may
lead to negative attitudes towards staff appraisal. It is therefore imperative for the principal and
the school appraisal teams to implement a formal appraisal system that is accepted internationally
and which should become an integral part of the school programme, to benefit both the school
and the individual educator. West (1990:23-31), Lemmer and Squelch (1994:113), Morris and
Everard (1986:75) concur that the appraisal system, which makes use of a variety of appraisal
methods, should provide an opportunity for the appraisal team to meet individual educators to
discuss work, performance, progress and achievements. It should enable educators to become
more effective and to improve the quality of their teaching in the classroom. In addition, effective
and efficient educator appraisal is a way of maintaining a high level of academic standards and

achievements, as well as of building and maintaining an effective school.

Vinjevold et al. (1993:2) strongly opposed educator evaluation during the apartheid era. As a
result, the authors maintain that educators’ perceptions of the current appraisal system reflect a
strong sense of distrust and anxiety and policy-makers should be mindful of these as a benchmark
against which educators will judge any new system of appraisal. This idea has been opposed by

Chisholm et al. (1997:33)) who report that this appraisal process has not only motivated
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educators, but has changed their attitude towards their work and also changed learners’ attitudes

towards their subjects. Educators’ self-confidence and hard work has also been enhanced.
2.2 WHAT IS APPRAISAL?

Research views appraisal as a system or process whereby an institution or department within it is
enabled to identify its relative strengths and weaknesses. Within this context, the assessment of
the individual may operate by focusing on the educator’s abilities and successes, analysing the
role that he/she should be playing in meeting the school’s future needs, identifying educator
development required to achieve this, and classifying any factors which hamper him/her from

obtaining full job satisfaction.

As mentioned in Chapter One, there is a tendency to confuse appraisal with assessment.
Assessment is a concept with narrowly defined limitations. It is concerned with quantifiable
evaluation, i.e. awarding marks, distinguishing good from bad, with the likelihood of promotion
for those with high scores and demotion or worse for those who attain a low score. Appraisal has
much broader connotations and refers to a regular, positive and creative process by which good
educators are helped to improve, while weaker educators are encouraged and strengthened
(Delaney, 1986:12-44). Whereas Her Majesty's Inspectors’ Study (1985:7) views appraisal as
involving qualitative judgements about performance and may start as self-appraisal by the
educator, it will normally involve judgement by other persons responsible for that educator’s
work — a head of department, the principal and/or a member of management. This appraisal may
include the identification of professional developmental needs and also views evaluation as a
general term used to describe any activity by the institution where the quality of provision is the
subject of systematic study while assessment implies the use of measurements or grading based
on known criteria. Those Having Torches (1985:142) concur with the above authors in supporting
the fact that these three concepts are different from each other. Quality in Schools (1986:7),
however, assert that appraisal could be referred to in different terms as assessment, inspection and
review, without mentioning any reason in their argument. They stress that they must not appear
judgmental, critical or damaging, but rather constructive and developmental in the school
situation. The above two authors further argue that the three concepts above should provide
information upon which policies for change and development of the school and the development
and growth of the individual educator are constructed. All the above authors concur in that

appraisal should not be seen as an isolated event. To be worthwhile, it should be a continuous
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process throughout an educator’s career; a developmental progression with the emphasis on a
joint examination of the tangible results of the educator’s performance. It is a process of co-
operation that does not focus on one person, but on the results of the interaction of many factors

that are involved in performing the job.
2.2.1 Approaches to appraisal

There are two main approaches to appraisal. These are the judgmental and the developmental
approaches. This research will mainly discuss the developmental approach in the classroom

situation, as it is solely concerned with educator development.
2.2.1.1 The judgmental approach

Development Appraisal for Educators (July 1997:55-56) critically argues that the appraisal of
educators has been done under the concepts of inspection, assessment and evaluation. In most
cases these are judgmental without considering the educators’ development - always finding fault,
being negative in written reports and not acknowledging the positive things that educators do.
There is also the tendency not to involve the person who is being judged in the process within
which decisions about the judgement are made, unlike the developmental appraisal, which
involves the person who is being appraised. The developmental appraisal capitalises on the

positive things that educators do.

The judgmental approach tends to point out the negative aspects of the educators. It is thus clearly
a way of inspecting, criticising and, as some would also argue, the policing of educators’
performance. In contrast, the developmental approach guides, motivates and develops educators.
The summative forms of evaluation tend to use the judgmental approach at all times. It also tends
to be quantitative in nature and mainly concerned with output or production (good results only).
Senior management in schools views evaluation as a top-down bureaucratic exercise Chisholm et
al. (1997:25). Chisholm indicates that the evidence shows that one of the reasons that evaluation
is unpopular is that it involves inspectors and subject advisors in the process of inspection. It
should be noted that the vast majority of educators are not against appraisal as such, but the
manner in which appraisal is conducted. Educators are against judgmental appraisal, but even
developmental appraisal must be negotiated with the educators (see paragraph 2.2.1.1 in Chapter
Two).
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2.2.1.2 The developmental approach

The developmental approach that is being practised in schools, is aimed at an acknowledgement
of the positive aspects of educators’ performance. It rests on the belief that nobody is only full of
faults. Nobody is only and totally negative. Assessments of educators’ performances therefore
also need to note the good things that they do and the positive aspects of their practices. Thus, in
the current system of education, the notion of appraisal is tied decidedly to a more developmental
approach as opposed to a judgmental one. In contrast, the formative form of evaluation is one that
is qualitatively framed and emphasises process rather than product. The formative form of
evaluation is linked to the developmental approach and does not only focus on what the educator
does not do right, but also on what the educator does right. In this form of appraisal, there is
recognition of the fact that teaching and learning are complex processes, and the reason why
desirable results may not be achieved may be due to various reasons. When observing an
educator’s performance, the appraiser in the formative form of evaluation, will look at the ways in
which the work occurs as well as how and why it occurs. The focus will be on the quality of

performance processes.

The developmental approach attempts to erode the negative aspects of an educator’s performance
by providing ways in which such negative aspects may be responded to in a developmental way
on the basis of strengths that exist. In this process, the developmental approach ensures that the
person being appraised is part of the appraisal process and that the person is able to contribute to
decisions about the his/her performance and the ways in which performance may be improved.
Thus, although the developmental approach to which the notion of appraisal is tied, is one that is
not judgmental, is more positive and acknowledges people’s strengths. It does not mean that the
developmental approach is blind to the negative aspects that may exist in educators’
performances. Rather, it notes such negative aspects, should they exist. Instead of blaming the
educator in a fault finding way, the developmental approach tries to find ways in which such
negative aspects may be responded to within developmental programmes that would enable the
educator to improve his or her performance in that area. It thus acknowledges that such an
educator also has something positive in his or her performance which is not in need of immediate

improvement and upon which further professional development may be based.
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23 THE PURPOSES OF APPRAISAL

The main purpose of appraisal is professional development, with appraisal as a consequential and
contributory element, not a focus on appraisal with professional development as something,
which hopefully, might be the end product. Delaney (1989:4) argues that, if professional
development and appraisal are to be inextricably linked, schemes must consider how educators
could improve their effectiveness and provide conditions that will sustain this process and any
resulting changes. This link is important, since both aspects can be developed as complementary

parts of an integral process.

It must be borne in mind that educator appraisal will only make sense if it reflects the real needs
of the educators, as they are directly affected by the results of the process. The educators, learners
and parents will ultimately decide whether appraisal works and whether they themselves work
harder and better as a consequence. This research is fully aware that the educators themselves are

finally responsible for the quality of the education that learners receive in the classroom.

The important purposes for future review include the improvement of current performance among
educators, the setting of performance objectives and the assessment of training and development

needs as mentioned in Chapter One of this research.

It is further maintained that the purpose of appraisal is, amongst others, the improvement of the
quality of teaching and learning across the whole range of performance and professional

development of educators and is aimed at improving effectiveness in their current roles.

The managerial purpose of appraisal is to encourage open management for the educators in order
to activate frequent interchange of ideas between levels in the schools. That is, educators will
move between schools, in order to make better use of their talents, where numbers are falling in
one region and increasing in another. Because of the current redeployment of educators from
region to region, this movement between schools is not a problem in KwaZulu-Natal,. The only
problem encountered in this process is that educators with special expertise are found in urban
areas such as Durban and Pietermaritzburg and are very reluctant to move to rural areas like the
Nkandla, Pongola, Mahlabathini, Nongoma, Umbumbulu, Ubombo, Hlabisa and Ingwavuma
districts.
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24 THE IMPORTANCE OF EDUCATOR APPRAISAL

Educator appraisal was once misunderstood, once feared, but is now seen not only as necessary
but as the lynch pin of professional development and an issue of central importance to the future

progress of the educational service.

Impact on in-service training

Educators appear to emerge from appraisal with a clearer view of their needs and greater
confidence in asking for these needs to be met. This has sometimes been accompanied by the
development of a broader view of in-service training, which is more than only going on a course,
West et al. (1990:55). In KwaZulu-Natal schools this has taken the form of visiting other classes
or learning from educators in the same or another school. For example, there are educators now
doing in-service training who had not done this before. Where the in-service training is school-
based, there is some evidence to suggest that school in-service training co-ordinators feel able to
approach these with a clearer view of their school’s needs. Appraisal itself has appeared as a form
of professional development, as well as leading to development. To cite an example, this has
occurred as a result of classroom observation, when observer and appraisee have identified
specific aspects of classroom practice for observation, feedback and development. The educators
have been activated to request the quality assurance co-ordinators to hold in-service training for
quality assurance. This is because they are still unclear as to what it refers to. The concept quality
in this context refers to the particular effectiveness or may refer to the value or effectiveness of a
practice or of a teaching practice. How good is it? Does it require the minimum criteria? Are the
educators satisfied with what they get? The researcher maintains that appraisal has unlocked
professional development expertise within a school. This has involved some educators in running
school-based in-service training. Some educators have found this to be time consuming and
stressful, or have felt that they lacked the skills to provide effective training. Nevertheless,
educators can see the positive benefits of this approach and possibly such anxieties will lessen

with greater experience.
Appraisal has enabled in-service training groups to approach in-service training co-ordinators

with a clearer view of their schools’ needs, but they have sometimes felt that the in-service

training arranged through the group is a compromise that does not cater sufficiently and

32



~

UNIVERSITEIT VAN PRETORIA
UNIVERSITY OF PRETORIA
W YUNIBESITHI YA PRETORIA

specifically for their own school. This appears to be a particular problem for those from small
schools. Development in school appraisal also seems to give schools a greater sense of coherence
in the way it has often prompted a review of job description. This has often been regarded as an
important backdrop to the appraisal process. The appraisees have sometimes commented that both
the specific work on job description and the appraisal process as a whole have given educators
greater awareness of their roles and responsibilities with greater commitment to them. One
educator referred to the benefits of this as follows: “Now the educators have a genuine job
description as well as a specific description for their post and so we are all working with common
aims and this has also helped us to clarify the aims of the school much better than before” West

(1989:58).

The whole process of appraisal has increased communication within the school with more co-
operation and discussion taking place. Educators feel less isolated as a school and more
worthwhile as educators. The educators are now more prepared to work together and to discuss
individual problems more openly. This seems to have led to greater continuity for the learners in

the schools.

Specific improvements in teaching have arisen from appraisal, pointing to examples where
educators have worked successfully on particular aspects of their teaching. These are: liaison with
other educators over learners and work schemes; classroom organisation; the use of resources and
displays; making use of alternative teaching strategies and approaches; ways of dealing with

particular learners and schemes of educators’ work programmes.

Finally, it appears that the potential usefulness of appraisal as an aid towards school development
could be further exploited. This could be done, for example, by generalising from the results of
individual appraisal and providing feedback to the staff in the form of a general report, or making

use of this information when drawing up a school development plan.
2.5 THE FEATURES OF EDUCA;I‘OR APPRAISAL
The success of educator appraisal is dependent on many factors. To help educators to develop an

effective educator appraisal policy, every educator should keep the following essential features of

effective appraisal in mind.

33



~

3

\ 4

IVERSITEIT VAN PRETORIA
VERSITY OF PRETORIA
E

UN
UNIVE
YUNIBESITHI YA PRETORIA

2.5.1 Job description

Job descriptions are essential to the appraisal process as they help to identify aspects that should
be appraised. Appraisal should be based on a current job description to which the educator has
agreed. The job description should evolve from consultation and allow for personal and
professional development. The problem with job descriptions is that educators are inclined to be
adamant when requested to help in fields or areas outside their job description, even in critical
cases when learners are without educators. This is important, especially during these changing

times when educators need to be redeployed, when found to be in excess in their schools.

2.5.2 Goals of the school

Appraisal should be in keeping with the goals of the school. Constructive appraisal is one way of
establishing whether the goals of the school are being achieved through effective teaching and
learning. In our changing process of education, it is shocking to find that schools that have been
appraised perform worse than schools that have not been appraised during that current year. The

reason for this needs to be researched and is not within the scope of this research.
2.5.3 Planning

For appraisals to be meaningful they must be well planned and co-ordinated. Appraisal in schools
involves setting goals, scheduling times for classroom observation and appraisal interviews,
reviewing tasks and keeping records. The fact that educator unions are opposed to classroom
observation is the only barrier against this. NATU and SADTU claim that their members are
professionals who need no further training and coaching in classroom teaching. It is however
argued that although they are professionals, educators need new skills in order to face the new

challenges of the education system.
2.5.4 Openness

Constructive appraisal depends on the willingness of educators to listen to each other, to be open

and honest and to be receptive to constructive criticism.
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2.5.5 Self-improvement

Appraisal should open up opportunities for personal growth (attainment relevant to teaching
skills), improved performance, better relationships among educators, job satisfaction, a higher

level of motivation and the reaffirming of sound teaching practices.

2.5.6 Co-operation

Lemmer and Squelch (1994:116-117) maintain that, appraisal is more likely to be successful if it
is based on co-operation and consultation with the people who are being appraised. If there is no

co-operation, the process might fail.
2.6 THE AIMS AND OBJECTIVES OF EDUCATOR APPRAISAL IN THIS STUDY

One way of confronting the question of the objectivity of appraisal is to think of each of the
various individuals and interest groups. For many educators, the principal purpose of appraisal
will be to improve the quality of learning of learners and, in this respect, the interests of learners

may coincide closely with the professional development needs of the educators.

The ultimate aim of teaching staff appraisal is to enhance the quality of teaching and learning
effectiveness of the general education programme in the school. It is concerned with diagnosing
strengths and weaknesses, finding ways and means of developing strengths and remedying
weaknesses of the educators as a whole. Supporting this notion, Stenning and Lyons (1986:63)
maintain that appraisal is concerned with performance review and is designed to identify
standards of performance, to praise work well done, to rectify weaknesses and to set further
targets. In some cases, its purpose is to identify an individual educator’s capacity of subjects and
to ensure that a developmental programme is set in place to realise his or her potential according
to a timetable of the organisation’s requirements. The views of Stenning and Lyons are supported
by reports published by the Department of Education (Report, 1996), Chisholm et al. (1997:33)
and Butler (1999:35).

The achieved aims will not only be those of effective appraisal exercised by the school appraisal

developmental team.
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The objectives of appraisal will be io provide a basis on which to build the educator’s self-
confidence. This manner may enhance the quality of teaching and learning in the current
classroom situation as mentioned in the introduction and will also determine the educator’s
effectiveness (performance) and the standard of teaching in the classroom. The emphasis is to
make all educators aware of their professional accountability in the classroom and also to praise

work well done, not to weed out bad educators in the field.

It is the aim of the developmental appraisal process to build the capacity of the process in schools
and to effect transformation in the classroom in terms of improving the quality of teaching and
learning. In this line, the report by the Department of Education (1996:28) argues that in
improving the quality of teaching and learning, education management must be more supportive
than directive of the change process. This means re-conceptualising - firstly, the management of
schools and, secondly, the ways in which other bodies in the overall education system relate to
schools. Taken together this means whole new ways of doing business in the classroom situation.
The report continues to point out that it is very important to examine the role of other
organisations in the education system and how they support or detract from the efforts of schools
of teaching and learning. In the South African education context, this is imperative at this time
when so much change is occurring at every level of the system and where the concept of the self-
managing school is still very new in the classroom. The report is aware that organisations never
remain static and that education management development is about developing the capacity to
manage the process of change, as managing people is managing change. Both from the task
team’s own experience and the lessons learned from abroad, we know that one cannot mandate
change to occur. It is argued that passing a law will not by itself ensure that change will occur
(Department of Education 1996:29). Neither the Labour Relations Act No. 146 of 1993 nor the
Schools Act No. 84 of 1996 could do this in South Africa., Negotiations in the classroom will,

however, help the process of appraisal to effect change in current teaching methods.

As appraisal is a two-way process; it aims at drawing on the insights of the educators involved as
well as providing an assessment of their performance. It should be emphasised that this process
should not impede the real day-to-day work of the school. The school organisation (1984,
Volume No. 4, 291-303) states that with this in mind, even annual appraisal of educators may be
too frequent. No one, however, should contend that the system should be scrapped without

anything provided to replace it. Educators unions Naptosa, Sadtu, etc. were not in favour of
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appraisal, (when it was first introduced) but parents’ associations in South Africa are mainly in
favour of appraisal (as of now) — they believe that learners, especially in KwaZulu-Natal, may not
pass without being supervised by the subject specialists and superintendents of education. This
was supported by the reports in the Sowetan (December 31, 1996) when Senior Certificate results
were announced. West et al. (1989:31-61) emphatically state that appraisal aims at diagnosing the
individual needs of the educators and that it forms a basis for the formulation of the whole school
direction, identifying its roles and responsibilities and also identifying a focus for classroom

observation.

The purpose of appraisal is instructional improvement. In the study, Nassp, (1993:11) conducted
in Texas, educators’ perceptions on this issue varied. Sixty-two per cent of the principals
surveyed said that instructional improvement showed to be the purpose of appraisal and more
than 65% of Texas educators saw the renewal and cancellation of contracts as the real purpose of
evaluation (Gray, H.L. (Ed.) (1982:11). Although this study was conducted abroad, it has some
implications for the appraisal process of our schools (not only in KwaZulu-Natal but in the whole
of South Africa), as the process involved educators, learners and parents. This is also the case in
the transformation of our education system. The Report Task Team (1996:21:27) stresses the
importance of educator and parent involvement in the education system. This also concurs with
Nassp’s research above. Appraisal nationally aims at the professional growth of educators.
Kappan (1993:203) observes that professional growth not only involves learning. It is more than
learning, as it implies the transformation of knowledge into the development of the individual

educator.

It is argued that professional growth is hindered by the use of the same criteria for both
experienced and inexperienced educators, year after year. Educators believe that this lowers the
standards in the classrooms. Supporting this argument, Kappan (1993:202) and Lusty (1985:377)
are convinced that, in general, appraisal should aim at unfolding educators’ potential and this

potential may be realised in action within the organisation of the school.
Appraisal and educator development is a key of personnel management and the pursuit of these

objectives and aims will enhance the quality of learning and teaching in the South African

schools.
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Appraisal should be an opportunity for the individual to meet with his or her principal in order to
take stock of his or her individual and joint achievement. There should be an agreement on action
needed to improve the performance of the educator, to improve working relationships and to

develop the individual’s future career.

The process of new developmental appraisal should not intimidate educators in any manner of

approach.
2.7 THE PROBLEMS OF EDUCATOR APPRAISAL IN THIS STUDY
2.7.1 Problems of the achievements of the aims and objectives in the classroom situation

The appraisal system may be distrusted by many educators and regarded as a judgement by the
appraiser, rather than a means to future improvement. The appraiser and appraisee may be afraid
that criticism or a difference of views will lead to conflict, or that the normal resistance to change
phenomenon may come into play. The emphasis in this thesis is that the introduction of appraisal

is in itself a professional development need of organisational proportions.
2.7.2  The problems in introducing the above procedures of appraisal

It is not easy to introduce procedures where they do not already exist, as is the case in KwaZulu-
Natal (appraisal in some schools does not exist). It will not be easy as it has not been practised
before and might take some time. Educators may resist ideas that are foreign to them and of
which they have not been part. There is also a fear among educators that they may be labelled as
incompetent and that they dislike paperwork. There is also a general feeling that university
education, which is purely academic, may not be sufficient for a modern educator, especially
during this transitional period. Professional performance should be above judgement (inspection).
This word spells fear to the educators, as they fear that apartheid education is still alive and

kicking.
2.7.3 The re-entry problem

Seyfarth (1991:36-37) and Morris and Everard (1990:92) agree that the entry problem is

particularly apparent after an intensive programme away from the school. Returning ex-autocrats,
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determined to partake and appraisal managers are often surprised to find their subordinates not
responding with ‘Hallelujah’. People feel uncomfortable if one of the ‘norms’ in their
environment appears to have changed. They are suspicious and, unfortunately, response may
cause the returned trainee to doubt the validity of what he/she has learned and the development
effort will therefore have been wasted. It is contended that the re-entry problem will be easy if the
trainee is aware of it, bides his time a little, and makes an attempt to discuss his intended changes
with his or her appraisal team and involves these parties in helping to implement it soon. The
trainee’s superior, who has hopefully been a key party to initiating the development, provides
support and counselling, on and after re-entry. Sadly, the appraisal interview meetings do not
always take place and this is a serious dereliction of managerial duty, that wastes training

investment and demotivates educators in a school.

On the other hand, well-developed appraisal systems in schools are of considerable benefit to
both the educator and the organisation. Indeed, staff may complain if their appraisal interview is
overdue as they are highly motivated educators (some are), as this will enable them to measure
their teaching achievements and give them recognition for these achievement. This shows that the

judgmental appraisal is still in existence in schools (see paragraph 2.2.1.1).
2.7.4 The problem of objectivity
The measuring instruments and those that implement them are subjective.

The in-service appraisal of professional staff like educators has been severely criticised as it lacks
objectivity. It is argued that the measurability of the actual influence of teaching and education is
not balanced, with the result that measuring instruments, and particularly those that implement

them, are accused of being subjective.

There is an appraisal team in every school. The question is whether the team members all have
the necessary professional capability to make reliable judgements in respect of the daily tasks of
educators. Better Schools (1985:68-74), Van der Westhuizen (1991:257), Morris and Everard
(1986:25-79) and others concur that the problem becomes even more critical when the question is
whether the appraisal team is capable of making an in-depth diagnosis of the situation so that

effective support may be put into operation.
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2.7.5 Peer appraisal problem

The technique of educators and learners helping each other is rarely used in our situation.
Educators feel intimidated by the presence of colleagues in their classroom. Peer appraisal does
not concentrate on learners. This is a deficiency, as it may also play a crucial role among learners.
It is at this stage that learners should be encouraged to form study groups, especially amongst the

black learners.
2.7.6  The self-appraisal problem

Appraisal should be aimed at self-improvement. It should open up opportunities for professional
and personal growth, improved performance, better relationships, job satisfaction, a higher level

of motivation and the re-affirmation of sound teaching practice.

2.7.7 Job description problem

It is agreed that the format and content of the job description should contain the following
essential aspects: title of post; the person(s) to whom the post holder is responsible; areas of

operation and duties associated with each area, (see chapter 4:4.4.21).

The main problem lies mainly with the detailed duties associated with each area. Emerson and
Goddard (1997:80-91) believe that there is a question as to the degree of detail that should be
employed. It is argued that educators are professionals and should be allowed wide scope to use
their flair and to apply their qualities and skills in ways that seem most appropriate to them and
that the job description should leave ample discretion to the educator. It is appropriate in a job
description to include either detailed goals or the means of reaching those goals. The job

description must only confine itself to detailing the areas in which the educator will be working.

The job description should confine itself to the clear definition of the tasks to be undertaken. This
forms the basis for planning, development and implementation of that work, for its monitoring
and support by the management team, and for its appraisal in due course, should that be
appropriate (Emerson & Goddard 1997:81). It is inappropriate in a job description to include

either detailed goals or the means of reaching those goals.
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2.7.8 Classroom observation problem

Numerous problems are encountered in classroom observation. The usual practice in our schools
has been that the educators are never told when a panel of Superintendents of Education will visit
a school. During the apartheid era in particular, inspectors would take educators by surprise.
Classroom observation would take place without any prior notice. Educators regarded this as
sabotage. It is only now that appraisal is being introduced in schools whereby, prior to any school

visitation by the district officials for school evaluation, educators would know in good time.

There is a pitfall if, after classroom observation, the observer does not provide feedback. This
creates problems as educators are left in the lurch, and chances of professional development and
improvement are meagre. If feedback is immediate, however, this will encourage educators to
reflect on the observer’s perceptions before the two meet to formally discuss their perceptions of

the lesson.
2.7.9 The problems of completed forms encountered by the appraisal team

The standard staff appraisal form, including the checklists, that are completed by the appraisal
team create a problem for educators. This form is printed in one official language only (English)
and might be a problem for some members (Zulu, Xhosa, Sotho, speakers etc.) of the governing
body who wish to see it. These memebers will have to depend on second-hand information. The
appraisee may therefore be disadvantaged by the revelation of his or her weaknesses, which may
lead to him or her being judged as being weak by the parents or learners. Parents may demand

that good educators teach their children only.
2.7.10 The time factor problem

The appraisal timetable may clash with the educator’s class timetable. This is detrimental to the
process of teaching and learning. The educator may be behind in teaching the syllabus, which
may hinder the learners’ progress at the end of the year. It might again be contrary to the policy of
the province, which prohibits the absence of the educators during school hours, as promulgated in
the South African Schools’ Act No 84 of 1996.
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2.7.11 The problem of educator appraiser’s skills in a particular subject or field

It is argued that professional skills cannot be developed in isolation. Educators need each other.
Feedback from others needs to augment personal introspection. It is therefore imperative that an
educator who is a member of the appraisal team be qualified to appraise an appraisee in his or her
own subject field. Lemmer and Squelch (1994:125) and Delaney (1989:54) support this

argument.
2.7.12 The problem of educator co-operation

If appraisal is implemented in an autocratic way, without the co-operation of educators, educators
may view appraisal in a negative light. However, if it is seen as something positive that provides a
means of expressing appreciation for educator’s work and efforts, as well as a way of offering
support and improving the quality of the educator’s work, appraisal is likely to be well received.
West-Burnham (1993) quoted by Lemmer and Squelch (1994:115) states that appraisal will only
be successful if it is firmly integrated with the management structures of the school as is the

situation in KwaZulu-Natal schools.
It is agreed that developmental appraisal consumes much teaching time in schools.
2.7.13 The problem of appraising all school levels

The problem of appraising all school levels i.e. educators, clerks, typists, cleaners, security staff,
and governing bodies in the school is obvious. Staff appraisal should form an integral part of the

school programme.

To be worthy, all staff members should be appraised in order to close the gap among the staff
members working in the same school. The clerks, typists, cleaners, security staff and governing
body should be given some basic knowledge in the educators’ work to avoid them disturbing the
school routine. This is the line of function of the human resource team. The Department of
Education and Culture in the province has started this staff development process. This programme
consumes much time and consequently administrative work suffers in most educational

institutions.
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2.7.14 The problem of implementation of an appraisal policy in the school as a whole

The school governing body is authorised by the South African Schools’ Act No 84 of 1996 to
develop a policy for the school. All the schools in KwaZulu-Natal have developed their own
policies. These policies should not be contrary to the national policy and should be in accordance
with departmental regulations. The problem is that school governing bodies are still stereotyped
and the old policy of judgmental evaluation is contrary to the Labour Relations Act, 1995. From

this it is evident that all staff members in the school should be appraised.
2.7.15 The problem of one group recognition in school

Appraisal only concentrates on educators. The appraisal process in South Africa concentrates
only on appraisal teams, as the argument is that learners do not know what they are supposed to
be taught, say, in grade one or seven, even in grade twelve, for that matter. It is suggested that
learners be involved in the appraisal process and be included as observers in the appraisal team of

the school.

The above problems of this research will all be taken into account in the empirical study, which is

chapter four.
2.8 THE PROCESSES OF EDUCATOR APPRAISAL

The following processes of appraisal may improve learning opportunities for all learners. They

may also improve, develop and support the learning educator in the classroom:
2.8.1 Phase one —preparation

Those Having Torches (1985:5) argue that this process involves planning for appraisal, analysing
specific situations, setting specific objectives and deciding on the means to measure the process.
Those Having Torches further argue that this process gives an explanation so that all educators
understand the intentions of the appraisal concept and agree on the logistics of the scheme in a
particular school. This also includes gathering information about educators’ performance in class

and re-evaluation of the educators’ job description.
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2.8.2 Phase two — classroom observation

Lemmer and Squelch (1994:122) argue that classroom observations should be carried out
regularly to keep in touch with what is happening in the classroom and with the work being done.
This research found that classroom observation is not negotiated with class teachers in most
cases. Those Having Torches (1985:5) and Lemmer and Squelch claim that most teaching and
learning takes place in the classroom situation. Consequently, classroom observation offers the
most practical procedure for collecting data about educator performance. However, educators also
argue that observers are an intrusion in the classroom and that their presence changes the

situation.

- Educators and appraisers need to view observation in a constructive way, as a co-operative

venture between them leading to improved classroom performance.
2.8.3 Phase three — the interview

Those Having Torches (1985:6) maintain that the focus should be mainly on the educator’s

performance in the defined job description, rather than on the personality of the educator.

The authors emphasise that a genuine dialogue must take place comfortably, quietly and without

any interruption. Adequate time should be given and the educator’s views solicited.

Morris and Everard (1990:85) stress that progress notes must be made during the interview to
avoid taking extra time to do this at the end of this process. This research adopted this style (see
Chapter Four procedures followed by each questionnaire, paragraphs 4.3.1, 4.4, 4.5 and 4.6.1 in
this chapter).

2.84 Phase four — results
Those Having Torches (1985:6) claim that the educator’s feedback on the outcome of the

appraisal process and agreement about other approaches will be vital in maintaining the

educator’s performance in the classroom. It is argued that although it is difficult to measure

44



~

3

\ 4

IVERSITEIT VAN PRETORIA
VERSITY OF PRETORIA
E

UN
UNIVE
YUNIBESITHI YA PRETORIA

human behaviour by means of the rating scale, there should be a rating scale and checklists,

which have been agreed upon by both appraisers and appraisees.

2.8.5 Phase five — the monitoring

Those Having Torches (1985:6) maintain that educators should be given training and time to
achieve their targets. Regular supervision, advice and support should be given constantly. Some
targets may be recycled for another effort.

2.8.6 Phase six — moderation

Those Having Torches (1985:6) and Lemmer and Squelch (1994:113-116) concur that moderators
in appraisal should be well trained in supervision and observation skills. The school appraisal
team should be involved in this moderation process.

2.8.7 Phase seven — evaluation

Those Having Torches (1985:6) is of the view that the system of appraisal should be evaluated
regularly by finding ways to assess whether or not the stated aims are being met. All problem

areas should be identified and solutions sought.

It is the sole duty of the appraisal team to see that:

the formal appraisal system is only one stage in a continuous process;

— classroom observation is central to the process of appraisal;

— the appraisal interview is conducted in optimum physical conditions and stresses
performance rather than personality;

— the results of the interview are practical and attainable and support to achieve these results is
forthcoming;

— time and encouragement is given for the attainment of targets; and

— regular monitoring, moderation and evaluation takes place.

A manual should be available that details the philosophy and procedures for the appraisal

processes; the appraisal team should be trained in interviewing and classroom observation
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techniques; the school year programme should be adjusted by a sufficient number of days to

allow adequate time for educator development.
2.9 COMPONENTS OF EDUCATOR APPRAISAL
2.9.1. Criteria for educator appraisal

Criteria are statements that describe the level of performance of an individual after a planned

sequence of study.

It has been mentioned that during phases of appraisal, appraisal interviews should provide the
opportunity for genuine dialogue between the appraisee and appraisers. Furthermore, to be
effective, the dialogue must be set clearly within the context of the appraiser’s work, the precise
stage of his or her development, and the constraints within which he or she operates. This
dialogue should be sufficiently detailed to be of use to the appraisee and will normally focus on a
small number of fairly specific areas. It is clear therefore that appraisal cannot, and should not, be
designed to provide a simplified account of the appraisee’s performance against a set of fixed
criteria of good practice. This research strongly opposes the mechanistic use of standard

checklists of performance, as these are claimed to be judgmental in nature.

If appraisal is to be meaningful, it must be conducted against the background of certain
expectations about teaching and, in the case of principals, the management of schools. Indeed, it
must be conducted against the background of sound professional criteria if it is to lead to
improved learning for learners. Moreover, educators and principals have a right to know what
these criteria are. The policy regarding the process of appraisal in schools should recommend that
all governing bodies, in consultation with educators, should consider and prepare guidance on the
criteria which inform the conduct of appraisal. This guidance should take account of the full
range of the national policies for education, including the national curriculum and, where
appropriate, the work of educator training institutions. The appraisal criteria may need to take
account of any specific aims of the school that are reflected in the job descriptions of those being

appraised.
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2.9.2. Different strategies for appraisal criteria

Because of its commonality and the importance of the interview criteria in schools, it is important

for this research to show different strategies of the interview appraisal criteria. Different authors

have different appraisal interview criteria. The appraisal criteria of Lemmer and Squelch and

those of Bennet have been used as samples in this research (see below).

2.9.2.1 Lemmer and Squelch (1994:127 — 128)

An example of a set of appraisal criteria for communication skills (modified):

ORAL COMMUNICATION: Is it clear and effective? Do learners easily understand the
language used?

MAINTAINS EYE CONTACT: Does the educator maintain eye contact with the learner? Is
the educator shy?

LISTENING SKILLS: Do learners listen to the educator’s question? Do they understand?
QUESTIONS: Does the educator ask questions relevant to the subject matter?

DIFFICULT WORDS AND PHRASES: Are these carefully explained to the learners? Are
there no means of eliminating these difficult and clumsy words and questions?

LANGUAGE: Does the educator use simple straightforward language?

DISCUSSION: Does the educator encourage discussions in class? Does he or she assist
where necessary?

FEEDBACK: Does the educator give timeous feedback to learners? Is there a way forward

in this feedback?

An example of a set of appraisal criteria for communication skills adapted from Lemmer and

Squelch (1994:127-128) states that educators need to be excellent communicators and should

constantly be improving their communication skills. In black schools particularly, communication

between learners and educators is still a problem, as learners’ vocabulary and expression leave

much to be desired. English as instruction medium is a problem, but all parents in South African

schools support this medium. Parents want their children to be taught in English. Learners also

need Zulu and Afrikaans as a second or a third language. Parents argue that wherever you go

beyond South Africa, English is the common language, not Zulu or Afrikaans.
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CLASSROOM ACTIVITY, OBSERVING TEACHING IN THE CLASSROOM

The following is the set of agreed appraisal criteria that may be used for peer appraisal. This is
only a framework, which is optional. This has been adapted from Lemmer and Squelch

(1994:128).

PREPARATION: Is the preparation detailed and to the point?
TEACHING AND INSTRUCTIONAL TECHNIQUES: Is the methodology suitable to the
subject matter. Does it arouse interest in the learners?

® RELATIONSHIP WITH LEARNERS: Is there a smooth relationship between the educator
and the learners?
DISCIPLINE: Is the discipline conducive to learning? Is it fair?

B CLASSROOM ORGANISATION: Is the classroom well organised? Are there no disturbing
structures?
ENVIRONMENT: Is the environment conducive to learning. Is the classroom clumsy?

® PROFESSIONAL ATTITUDE AND PERSONALITY: Does the educator have a smiling

attitude and personality? Does it attract learners?

Classroom observation is one of the important parts of the collection process. Many educators
have a significant management role to perform. The disadvantage thereof is that some principals
might not have a management role to play in the classroom situation. The main purpose of

classroom observation is to improve educators’ performance.

It is argued that if the appraisal process is to result, as it should, in the dove-tailing of the needs of
the educators with the forthcoming needs of the organisation, then the school needs to be clear
about what it is trying to achieve prior to the individual appraisal, both strategically and at an
operational level. The appraisers should also bring to the fore organisational issues about which

they require the assistance and co-operation of the individual being appraised.

2.9.3.1 Self-appraisal

Lemmer and Squelch (1994:120 — 122) argue that self-appraisal cannot be enforced. Educators

should be encouraged to reflect constructively on what they are doing and to regulate themselves.
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It is vital for the educators to do this in writing so that this may be referred to in future appraisal

interviews.

Self-appraisal provides a means of improving one’s performance and may serve as a guide for
setting goals and standards as well. Self-appraisal must precede formal appraisal, as the
information gathered by the educator may serve as a basis for further evaluation and discussion.

The two authors illustrate the self-appraisal component as follows:

SELF-APPRAISAL
f
Do | co eep abreast ©
MMunicate well? ed‘?ga:“;“ﬂ development?
ised? Do |
room well organised attend gg,
\s my class . and Woﬂcsh;gi::rs

Do | read widely?

Figure 2.9.3.1 Diagrammatic representation of self-appraisal — ‘modified’.
Adapted from Lemmer and Squelch (1994:120).

Lemmer and Squelch (1994:120) state that one way of doing self-appraisal is to measure one’s
performance against a set of appraisal criteria. For some, self-appraisal has been the most
significant part. The whole process would not have amounted to much without it. In South Africa
the implicit assumption seems to be that educators are either unwilling or unable to participate in
a programme of self-appraisal as one of the criteria, which lead to self-development. In contrast to
the above, West (1989:57, 63-64), contends that some educators have suffered from self-analysis
overload, which certainly in the short term, has led to repressed self-images and feelings of
inadequacy. The above writers agree that its precise importance will vary with the appraisal

scheme and indeed in some it assumes overriding importance.
Bennet (1992:18-19) points out that, “what is known to ourselves may also be problematic in that

human nature is capable of self-deception, there are things about ourselves and about our

professional work, which we prefer to relegate to the sub-conscious, and one of the
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uncomfortable consequences of the appraisal process, may be to press us to re-consider aspects of

our work which we have tended to gloss over or ignore”.

West (1990:30-31) has this to say about self-appraisal: “there was also some uncertainty about
how frank the educator should be in reporting self-appraisal. For some, there was tension between
being totally honest and screening out reflection which could possibly be misinterpreted or

abused by the appraiser, or by others beyond the appraisal context.”
2.9.3.2 Classroom observation component

In the current appraisal process, educators still find it difficult to assess one’s work (see 4.5.26 in

Chapter Four of this research).

The authors Lemmer and Squelch (1994:122-123) concur with the researcher in expressing in this
context of the research that classroom observation by the appraisal team is the most common
component of staff appraisal. This component enables the appraiser to witness the appraisee at
work. That is why staff appraisal remains a crucial part of the management task of the team in a
school. Lemmer and Squelch (1994:122) and Delaney (1989:53) say that classroom observation is
concerned with values and priorities in considering educator effectiveness and a vision of the

educators’ role, which involves them in learning to work with one another.

Some educators appear to subscribe to the myth of complete educator autonomy. They see
themselves and their class as a kind of community and the classroom as somewhat insular. It is
argued that educators see themselves on an island with their learners, resources, a preferred style
of teaching and emphasis and treatment of content. However, the educators must as a whole be
able to work with and through others. The educator may be considered effective only when his or
her teaching contribution is congruent with the work of colleagues and when his or her classroom
contribution is, therefore, the end result of professional discourse, negotiation and collaborative

planning among the educators in a school.

Delaney (1989:54) and West-Burnham (1993:50-51) further state that classroom observation is
regarded as a supportive structure or mechanism to help staff to face up to the implications of
self-appraisal. It is not about catching people out, but giving staff a chance to reveal the best of

their teaching.
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All the above authors concur that classroom observation should be done regularly to keep in
touch with what is happening in the classroom and with the work being done. This will enable the

appraiser to obtain accurate, first hand information that can be used in the feedback session.

The researcher and all the above authors emphasise that classroom observation is not intended to
police an educator’s work, but rather to provide him or her with help, encouragement and
guidance, particularly in the case of beginner educators. According to Bennet (1992:44-71)
processes of classroom observation may be broken down into four main parts, i.e. what
preparation is required before classroom observation; how the observation itself will be
conducted; how the information collected will be processed; and how the information collected
will be communicated to the appraisee and expressed as a part of the appraisal record in the

school situation.

Before the lesson, the appraiser and appraisee need to agree on the purpose of the observation —
that means that the appraiser’s function is to look with the appraisee at what is happening in the
classroom, not to look for particular strengths and weaknesses as if this was a student educator
being observed. There must also be agreement on what is to be observed. At this stage it could be
appropriate to focus on the learners, rather than the educator, since it is the quality of learning
experiences for the learners that is of paramount importance. Although the educator’s role is a

major contributing factor, it is not the only one.

Who is to carry out the observation is a factor that may also vary according to the adopted focus
and the particular circumstances. Although it is assumed that the appraiser is the appraisal team,
this assumption was found to be very common in our situation in schools in the KwaZulu-Natal
Department of Education and Culture. When the observation is to take place is also at the
discretion of the appraiser, but if this were a test of the educator’s competence, it might be
appropriate to select the most troublesome class with which the educator has to deal. For the
majority of our educators, however, it is far more important that their achievements are
recognised and praised, rather than their faults castigated. How the observation is conducted and
recorded also needs careful negotiation. The lesson plan, the educator’s aims and objectives for
the lesson and any potential difficulties or constraints that the educator might envisage, need to be

discussed.
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It should be noted that the point of this preparation is to reduce the degree of stress that the
educator will experience and to ensure that the information collected, as well as the form in which

it is recorded, is valuable to the appraisee and the appraiser.

The observation itself is a critical issue. The appraiser must approach the observation positively,
although it is difficult for an untrained and inexperienced appraiser to prevent making judgements
and comparing how the educator is operating with how he or she would have done it, had he or
she been in the educator’s place. This factor is common in the KwaZulu-Natal Department of
Education. In some cases, the researcher is forced to bring the appraiser and appraisee into
friendly terms. Some experienced appraisers only record what they see happening and avoid any
kind of interpretation at the observation stage. This kind of crude classroom observation was
common in the Department of Education during the apartheid era, at which time a panel of
inspectors could stop a lesson in front of the learners if it was convinced that the educator was
teaching incorrect things. How embarrassing! The new approach and the Bill of Human Rights
Act No 108 of 1996 protects our educators from this type of bad approach to the appraisal of

educators.

Follow-up to observation is also crucial, as there must be feedback from both the appraiser and
appraisee after the observation. The appraiser needs to be aware of the sensitive nature of the task
ahead and eschew criticism. The feedback may begin with active observation, rather than with
interpretation, and with information, rather than with advice or suggestion - starting by

concentrating on what went well and dealing with problematic areas of the observation later.
2.9.3.3 The appraisal interview

The appraisal interview is conducted between the appraisee and the appraisal team of the school
(principal; deputy principal; head of department; educator; union member and an outsider). This
is an opportunity for the appraiser and the educator to have a face-to-face discussion of the
educator’s performance and progress. It also provides a valuable opportunity for the principal to
keep in touch with what educators are doing, not to ‘keep tabs on them’, but to show a personal
interest and be aware of the workload achievements, needs and concerns (Lemmer & Squelch,
1994:123). It is argued that the purpose of the appraisal interview is to agree on a job description;
on areas of development; on training priorities; and also to agree on setting targets for action and

producing motivated appraisal statements. That is why this research will not go into job
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description in this context, as this component is catered for in the classroom observation and the

appraisal interview components.

The appraisal team must determine and set a suitable date and time for a meaningful discussion
well in advance. Care should be taken not to try and cram everything into one interview. A well-
detailed agenda should be drawn up well before the time and a decision made on areas for
discussion. The interviewer must gather all the necessary information about the educator to be
interviewed <ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>