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The work presented herein was performed by the National Canter for Research
in Vocationa] Education’on behalf of the Consortium for+fhe Development of
Professional Materials for Vocational Education. Sponsors and members of
the Consortium for 1979-1980 included the following states and/or cooperat-
ing agencies: the Florida Department of Education; Division of Vocational
Education, and Florida International University, Division of Vocational
Education; the I11inois State Board of Education, Department of Adult,
Vocational,-and Technical Education, and Southern I11ihgjs University at
Carbondale; the New York State Educatiofi Department, Office of Occupational
-and Continuing Education; the North Carotina Department of Public Instruc-
tion, Division of Vocational Education; the Ohip State Department of Educa-
tion, Division of Vocational Education; and the Pennsylvania Department of
Education, Bureau of Vocational Education, and Temple University, Department
of Vocational Education. The opinions expressed herein do not, however,
necessarily reflect the position or policy 'of.any of the sponsors; and no
official endorsement -by them should be inferred. . .
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preparation, and progression. The National Center fulfills its mission by: . oo

THE NATIONAL CENTER MISSION STATEMENT ) /

The National Center for, Research in Vocational Education’s missign is -

to increase the ability of diverse agencies, institutions, and organigations:
. . . ° v . o

to solve educational problems relating to individual career-plannjng, - !

e

o Generating knowledge through research.

e Developing educational programs and products

Evaluating individual program needs and outcomes

Provndmg information for national planning and pohcy

] ’Installlng educational programs and products - . o

Operating information systems and services - ,

Co’nductihg leadership development and training programs’

For further information contact:

The Program Information Office , S
. The National Center for Research in Vocational Educathn
< The Ohio State University

K 1960 Kenny Road

-

Columbus, Ohio 43210 : SRSTRE

. Telephone: (614) 486-3655 or (800) 848-4815 R e
Cable: CT VOCEDOSU/Columbus, Ohio . e
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. ~ "FOREWORD

The need for competent administrators of vocational education has long
been recognized. The rapid expansion of vocational education programs and
increased student enrollments have resulted in a need for increasing numbers
of vocational administrators at both the secondary and postsecondary levels.
Preségvice and inservice administrators need to be well prepared for the com-
plex and unique skills required to successfully direct- vocational programs. /

The éffective training of local administrators has been hampered by the
limited knowledge of the competencies needed by local administrators and by
the limited availability of competency-based materials specifically .designed
‘for the preparation of vocational administrators. In response to this press-
ing need, the Occupational -aad Adult Education Branch of the U:S. Office of
Education, under provisions of part C--Research of the Vocati®nal ‘Education
Amendments of 1968, funded the National Center for a scope of work entitled

. "Development of Competency-Based Instructional Materials_for Lbcal Adminis-
trators of Vocational Education" during the peried 1975-77. That project had
“two major objectives: A :
" 1. To conduct research. to identify and nationally verify the competen-
cies considered important to local administrators of vocational
education. )

To develop and field test a series of prototypic competency-based
instructional packages and a user's guide. One hundred §ixty-six
(166) high priority competencies were identified and six®rototypic
modules and a user's guide were developed, field tested, and revised.

Although six modules had been developed, many more were, ne®ded to have
competency-based materials that would address all the important competencies
that had been identified and verified. In September 1978.several states
joined with the National Center for Research in Vocational Education to form .
the Consortium for the Developmént of Professiopal. Materials-for Vocational
Education. - Those states were I11inois, Ohio, North Carolina, New York, and
Pennsylvania.” The first five states were joined by Florida and Texas later
in the first year. The first objective of the Consortium was to-develop and
field test additional competency-based administrator modules of which this is
one. | JU ¢ .

Several pegsons contributed to the 'successful development ‘and fieTd
testing of this module on evaluating staff performance. Lois G. Harrington,
Program Associate, assumed the major responsibiTity for reviewing the litera-
ture, preparing the actual manuscript, and refining the module for publication
after field testing. Recognition also goes to the two consultants who helped
conceptualize the module and prepared draft materials for the manuscript: oo
Henry C. Safnauer, Director of Ocqupational Education, Cayuga-Onondaga BOCES,
Auburn, New York; and Edward P. Kahler, Assistant Professor, Trade and Indus-
trial Education, University of Georgia, Athens. S
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and Carol G. Bronk, Director of Pgogram Development Technologies, Delaware
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S INTRODUCTION '

Vocational administrators are responsible for a wide rangde of significant

tasks: program planning, scheduling, recruitment, budgeting, curriculum

. development, pubtic relations, discipline, and so forth. All of these tasks
are important. Unfortunately, because of the amount and complexity of their
responsibilities, administrators may take a reactive rather than proactive
approach to management. Typically, the most pressing, immediate concern
receives the administrator's attention: dealing with the angry parent in the
buter office, balancing the budget, getting-a levy passed, preparing for a
‘visit' from the accreditation team, and other activities. Too often, adminis-
trators' hectic schedules do not allow them to set staff evaluation as a high
priority for attention. . X -

~ Yet staff salaries constitute approximately 60 to 80 percent of your
total budget.. Staff members are tha essential resources, motivational forces,

- angbggtalytic agents that are critical to the success of the instructional
pro
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ms and the ultimate placement of qualified persons in various occupa- .
tions. Therefore, evaluation of staff performance is mandatory¢ Evaluation
of staff--well planned and continuous--provides for the.recognition and’
rewarding of superior performance (e.g., through promotions, merit pay), and
for the identification and elimination of less desirable performance (e.g.,
through staff improvement activities or, as a last resort, termination of °~
emp]oyment). ‘ ‘

This module is designed to help you understand the importance of 'staff
evaluation and how it relates to staff development. It will‘’also help you to
.gain the skills you need to plan and implement an effective, equitable, and
defensible staff evaluation program. . :
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Moddlg Structure and Use

This modyle contains an introduction and three sequential learning experi-

.

. ences. rviews, which precede each learning experience, contain the
objectives for each experience and a brief description of what the learning
experience involves. ‘ :

c

Objectives

Prerequisites

, ,::‘:,;(}vi.% ‘}kﬁ’ﬁ ‘.;géje»v;;.a?t\:::&iﬁé_’..-«, ?ﬁ'-‘\“"‘"—ﬁ"{a' 2 “_.: “:;\.,’. ;r"“",‘.,‘: 1_‘ oA F I
eleckinatuopiectiVessinite woRkIng ih an 2
- Gt Nﬂ. o Pl ks £ ox,
Riversituationsievatiuate: stattiperforfantes ;
R g*‘??_{ wts’-'-'x' 4 A ﬁ‘b ﬁyaw S 2 s
Jubgsassessed:by.your feaul
padinistratobPerformancesAssessien

1. After completing the required reading, crftidue the
staff evaluation system followed in two given case
studies. (Learning Experience I)

2. After completing the required reading, critique the
performance of two administrators in given case studies
in implementing staff evaluation procedures. (Learning
Experience I1I) . .

2

The skills of assessing staff needs, evaluating staff per-
formance, providing a staff development program, and improv-
ing instruction are closely related (see graph on p. 2).
Staff evaluation is further related to the skills of hiring,
terminating, and promoting staff.( Therefore, you may wish
to complete the following modules prior to, concurrent with,
or ‘after taking this module: .
» Appraise the Personnel Development Needs of Vocational
Teachers. ’ '

Evdluate Staff Performance

Select School Personnel

e Manage School Personnel Affairs
Guide the Development and Improvement of Instruction

.




Resources

e

-
7

A list of the outside resources that supplement those con-
tained within the module follows. Check with your resource
person (1) to determine the-availability and the location
of these resources,, (2) to locate additional references
specific to your situation, and (3) to get assistance in
setting up activities w1th peers or observations of skilled
administrators.

¥
Learning Experience I

. s

Optional ¢

o REFERENCE: Acheson, Keith A., and GaJl, Meredith

Damien. Techniques in the Clinical Supervision of -~
Teachers: Preservice and Inservice App11§5€$bns New
York, NY: Longman, 1980.

o REFERENCE: Bradley, Curtis H. "The Helping Confer-
ence in M1crosﬁperv1s1on. . Journal ‘of Industrial-
Teacher Education. 12 (Fall 1974): 5-10.¢

e REFERENCE: Public Personnel

Klingner, Donald E..

Management: Contexts and Strategies. Englewood
CTiffs, NJ: Prentice-Hall, 1980.
Sullivan, Cheryl Granade. Clinical

o REFERENCE:

. Supervision: A State of the Art Review. Alexandria,
VA: Association for Sﬁperv1s1on and Curricul ums
evelopment, 1980. - \

PERSONS IN A VARIETY OF ROLES WITHIN' AN EDUCATIONAL
_INSTITUTION whom you can interview concerning the#r
views toward eva]uat1ng staff performante. p

|

Leakn1ng Experience II

Optional

-~

o A VARIETY OF STAFF EVALUATION INSTRUMENTS that you
can review.

Learriing Experience II1
Requ1red . ‘ -, /

o AN ACTUAL ADMINISTRATIVE SITUATION in which, as part
of your duties, you can evaluate staff performance.

e A RESOURCE PERSON to assess your competency 1n/eva1-
uating staff performance. Y /

: /




* .. Selecteq Terms AdmmPstrator--refers to a member of the secondar#h or post-.
* . secondary adm1n1stPa§Jve team. This generic term, except
where otherwise specified, refers to the community college
~~ president, vice-president, dean, or director; or to the
secondary school principal, director, or super1ntendent.

'Board--refers to the secondary or postsecondary educational
. govern1ng body. Except where otherwise specified, the term
; , "board" is used to refer to a board of education and/or a
‘ board of trustees.

¢ .
Institution--refers 0 a secondary or postsecondary educa-
tional agency. Except where otherwise specified, this
) generic term is used to refer synonymous]y to secondary
- schools, secondary vocational schools, area vocational
R schools, community colleges, postsecondary voca{1ona] and
' techn1ca] schpo]s, and trade schools.

> e b Resource Person--refers to the’professional educator who is
directly responsible forsguiding and helping you plan and
carry out your professional development program.

Teacher/Instructor--these terms are used interchangeably to
refer to the person who is teaching or instructing students
in a secondary or postsecondary educat1ona] 1nst1tut1on.

¢ a

a2
User’s Guiée For information that is common to all modules, such as
/ » procedures for module use, organization of modules, and
<L , definitions of terms, you should refer to the following
. . supporting documeht. .
- U : ~ -
Guide to Using Competency-Based Vocational Educatior ~
Administrator Materials. Columbus, OH: The Center, for
_Vocatjonal tducation, The Ohio State University, 1977.-

e =

Bee <
- N

’

This modu]é addresses task statement numbers 75 and 76 from Robert E. Norton
et al., The Identification and National Verification of Competencies Impor-

- tant to decondary and Post-Secondary Administrators of Vocational Education
(Columbus, OH: The Center for-Vocational Educatfon, The Ohio State:Univer-
sTty, 1977). The 166 task statements in this document, which were verified as
important, form the resegrch base for the National Center's competepcy-based

y administrator module deve]opment. )
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After completing the required reading, cTitique the staff
evaluation systém followed in two_given case studies.

T ~rj~ “:f?f"‘ . - IR ) 2
You will be reading the information sheet, "Constructive
Staff Evaluation: The Need and the Reality," pp. 9-21.
e . . 'Tf ) N 5 P y .

You ma‘y wish to read one or more of the 'suppl ementary refer-
ences: Acheson and Gall, Techniques in-the Clinical Super-
vision of Teachers: Preservice and Inservice Applications;
Bradley, "The Helping Conference in Microsupervision,"
Journal of ‘Industrial Teacher Education;-Klingner, Public
Personnel Management: TContexts and Strategies; and/or .
Sullivan, Clinical Supervision; A State of the Art Review.
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o o SN
. Activity For information about the broad picttre of evaluating staff
_performahce--what it is, why it is important, who evaluates:

. what and how--read’the following *information sheet, *

-
N . .~

.CONSTRUCTIVE STAFF EVALUATION: THE NEED AND THE REALITY

¢

A1l employers are concerned about how their employees perform. They want
and require high-quality performance for the salaries they pay. The insurance
, company can measure this quality by monitoring the accuracy of the paperwork
a salesperson completes, by the number of new policies, by the number of con-
tinuing policies. The tool” and die company can measure the performance of its
machinists by using criteria such as number of "widgets" produced, in a cer-
tain amount of time, to certain standards. Yet the community--represented bkﬁ
an educational governing board--has a much.more difficult and Sometimes con-
troversial task to perform in trying to evaluate its 'schgol employees: admin-
istrators, supervisory staff, teaching staff, professional and nonprofessional
support staff. What makes a"good administrator, a good teacher, a good coun-
selor? - - -

Education involves individual people (administrators, instructors, stu-
dents) with individual differences. The administrator who successfully moti-
vates one teacher can have a personality conflict with another teacher. The "
teacher whose teaching style is perfect for one student's 18arning style can
alienate another student with that same style. The student who sits passively
in a class for a year, seemingly unimpressed and uninvolved, can tell the
teachersgten years later that that class made a cr1t1ca]‘h1fference in his/her
life. There is no scientific, hard-and-fast, mutually agreed upon set of mea-
surement criteria. There are few instant, observab]e, quantifiable results
forthcoming. : '

Yet eValuate we must,,for several 1mportant reasons:

e The public has a right to expect and demand accuntability of its
"public .employees.

-
o Through evaluation, valuable information can be gained for improving

the instructional process.

o Personnel decisions, including tenure, promotions, and d1sm1ssals,
must be made on a fair and defensible basis.

At present, this responsibility for gvaluation generally falls to the adminis-
trator. It will be your job as an administrator to evaluate (or help evalu-
ate) the members of your staff in accordance with existing guidelines. In

3 [
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order to do this, you.w1]] f1rst need to fihd answers to these sometimes cori-
troversial questionsil. = .

«

e Should ‘the ‘process be regulatory or'deve]opmenta]5
Why is it necessary and lmportant to eva]uate staff?
Who should be evaluated? . -
Who shou]d plan and conduct the evaluat1on? >

what is’ to be evaluated? (What constitutes effective performance?
Should evaluation be process-oriented or product-oriented?- Should
evaluation of instructional performance be separate from an employee's
willingness to comply with organizational policies and procedures?)

. How shou]d the evaluation be conducted? How often should it occur?

L3

It is, perhaps, unfortungte that such controversy exists. We may create
(as in severa] of the questions above) "eitherfor" situations when, in fact,
the solution may lie logically in a combination of the two options.—MWe Wil
be-considering this possibility and ddress1ng these questions in the remain-
der of this 1nformat1on sheet. . §

q
- ® ‘@

g

[

Retatiohship to Staff Devel opment

Most of the prelious questions can be better understood within the con-
text of the relationship between (1) evaluation of staff for the purpose of
making employment--continuation, termination--decisions, and (2) appraisal of
-staff needs for staff development purposes. Thete are a number of legitimate
reasons for separat1ng these funct1ons, yet such a separation is, to -a certa1n

. extent, @rt1f1c1a] :
\

For staff dexe]opment to be accepted and meaningful, it must be based
at “least partly, on the felt needs of ‘staffy ‘and the determination of these
needs must be accomplished, with staff input, in a nonthreatening manner. If
staff feel.that expresdsing a need can be used administratively ("this teacher
is weak--doesn't measure up; he/she even admits it") to make employment deci-
o sions, staff w1]] probably be reluctant to cooperate. .

3

Consequent]y, attempts aré frequently made to keep the two functions
separate; an administrator performs the accountability assessment, and a staff
development’coordinator performs the profess1ona1 needs assessment, The staff
development coord1nator is frequently not permitted to share any, information
about the teachers' level of performance with the "evaluation" administrator.
When the same person is responsible for both types of evaluation, it is widely
believed that that person's effectlveness in assessing professional growth
needs is reduced. .

4
2

-

' -

’ .

1. Adapted from Arthuﬁ\ﬁhaw, "Improving Instruction Through EWa]uat1on. One
Teacher's View," Action in Teacher Educat1on, €~§y1ntee\;979 -80): 2-4. ‘
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Why Evaluate? \r ¥

y

"Keeping the .functions separate has, however, often led to a situation
in which staff evaluation -is perceived. to be on]y for employment purposes,
with little opportunity for staff input and 17ttTe 1ikelihood that staff will

*

receive feedback. The heavy demands on an administrator's time have tended to

reinforce this 1imited view of evaluation. It's easy to find teachers who,
during their first year of teaching, were obseryed once for one class period,
who had no warn1ng that they would be observed, and who received little feed-
back concerning the results of the evaluation. To prevent this, many union
and nonunion teacher contracts.today specify the general procedures that must
be followed in evaluating teacher performance.

¢

-

In fact, evaluation of staff should be both a regulatory (for making
empl oyment decisions) and deve]opmenta] (for staff 1mprovement purposes) ‘pro-
cess. The ultimate goal of instructional activities is to provide students
with a high-quality education. Most tax dollars 'go toward staff salaries.

" Superior schools and colleges, to a large extent, are created by having supe-

rior staff. Thus, enSuring that staff are of high quality is a key concern.

0bv1ous]y, improving the performance of a'staff member, or.terminating

N

thé services of a poor performer whd can't or won't improve, accomplishes the

same purpose. The prudént administrator, however, will quickly discover that
the investment of time in improving staff is mych more rewarding--personally
and programmatically--than shuffling personnel through a revolving quality-
control doors

On‘a pragmat1c ]eve], you should evaluate staff for employment purposes
because you need a rational basis for making the following types of decisions:

s

. Promotions

Pay lTevels (in” propr1etary schoo]s, for examp]e)

Need o terminate -

~

e Whom to appoint to a committee -
Whom to transfer 4 .

<o Whom to award tenure
e Whom to place in what position

- In addition, you need a legal basis for Just1fyang these dec1s1ons. I’ order

' s 11A.,
Tﬂ f .18

to protect staff from arb trary dismissal or discriminatory treatment, 1aws
have been established. Furthermore, professional organizatfons ‘and unions
frequeiitly provide financial, legal, and moral support to staff in fighting
unfair or quest1onab]e employment practices. If an employee does deCide to
fight your decision in the courts., the burden is on you to provide proof

that your decision was justified. “You can only do so if you have (1) con-
ducted regular evaluations, (2) conducted them legally and fairly (i.e.,.in
compliance with staff contracts, state and federal laws), (3) provided the

-~
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staff member with feedback, {4) given him/her a fair chance to rectify any
..problems, and (5) thoroughly documented the process.

The need'tq,terminate‘a staff member is not always based on incompetence. |
* Unfortunately, decreasing enrqllments are causing some institutions to cut
back on staff. Failure of citizens to pass bond levies causes programmatic,
and thus staff, cutbacks. If you wart to retain the best possible staff, you
must have hard evidence of each individual*s competency and potential. When
cutbacks have to be made, seniority will also play an important role in deter-
mining who .is released in public institutions.

There are reasons other than legal.mandate why you should evaluate
}. staff performance. You should constantly ‘remember that there is a responsi-
bility to continuously let staff know how they- are performing. This can, .
and usually does, consist of suggested or directed changes, but it should
also consist of liberal amounts of praise'and the conveyance of a "together
we stand" attitude. The néed to praise cannot and should not be minimized.

«  Research tells us that rewardad behavior is very.likely to be repeated. If
you, as an administrator, witness pasitiwe ‘growth, mature decision making,
initiative, outstanding performance, or other positive qualities, you need to

.provide recognition of these qualities in a significant way. Recognition of a
job well done can encourage further staff growth, improve programs, strengthen
staff morale, and produce an enriched éducational environment.

. »

&

Who, What, When, and How?

Who Is Evaluated?
< |

«+ A good institutional staff evaluation program provides for the evaluation
of every staff member. Secretarial, custodial ;-cafeteria and transportation *
employees, as well as professional employees, must be included.. Although
=~ state and federal regulations have encosraged and provided for the regular
evaluation of professional employees, often nogprofessional (noninstructional)
employee evaluations are ignored. .Even worse, frequently the only time a non-
professional staff member's performance is-evaluated is when the administrator
wishes to collect enough information to tarminate the employee. Yet, all .
staff contribute to the smooth and effective operation of an educational
institution, and consequently, all §ﬁaff--inc]uding administrators--need feed-
back on performance, positive reinforcement for good performance, and oppor-
tunities-to improve poor performance.. And the administrator.needs objective
. evidence concerning each employee's level of performance in order, to make
rational employment decisions. . .

Included also in ahy staff evaluation plan should be part-time staff. At
the adult education and postsecondary levels, part-timers are being used more
and more frequently because (1) they prggide special expertise, and (2) their
use provides for flexibility in staffing. However, because they are consid-
ered to be only temporary employees, and because they can be terminated simply
by failing to renew a contract, they are frequently not evaluated, or not

¢
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evaluated to the same extent as full-time employees. This situation should.
not be tolerated. If you believe that evaluation leads to improvement, and if.
you want to improve the performance of part-time staff, then it follows that
you should evaluate part-timers. )

Who Evaluates?

In order to get a valid, comprehensive, and objective view of ‘teacher
performance, a variety of techniques/;hou]d be used: administrator observa-.’
tion, peer opinion, student opinion,”student learning data, self-evaluation. .
Any one source by itself is inadequate. Unfortunately, in the press of other,
duties, time is not always "available" for such things., In addition, since
such,feedback can be very threatening, and not always objective, it has been
opposed, . s

H

For instance, the teacher who believes in strict.discipline may rate the

teacher who believes in d more unstructured classroom as being poor in all
areas, regardless of the reality of the situation. The students who resent
being required to work hard may give a teacher low ratings despite the vast
amount of learning they, are acquiring. The administrator may observe only one
or two classes, which the teacher may have prepared explicitly to "look good,"
or which were atypical of the normal classes conducted, or during which stu-
dents behaved in a constrained way only because there was an observer. Self-
evaluations can be limited in their objectivity; one tends to rate oneself far
too harshly or far too leniently. And, even student learning data has limita-
tions: Llearning based on what standards? Are the teacher's objectives too °
Tow? Too high? Is learning always immediate? Yet, taken together, data from
all these sources can provide a fairly accurate performance picture.

B 4

. Unfd?tunate]y, evaluation rarely involves the use of all ihese,availaﬁﬁe
techniques.* Typically, the secondary principal, vice-principal, vecational
director, supervisor, 6+ department head conducts the evaluation through one
or more class observations. At the postsecondary level, this role is ful-
filled by a,department chairp®erson,.vice-president of academic affairs, or
"dean of instruction. Employment decisions such as promotions are frequently

made by a promotion-committee based .on “paper".evidence compiled by the appli-

cant: .evidence of course work completed, materials developed, contributions
made to the profession, and offices held in pro?essiona] organizations. In
other words, easily observable and quantifiable contribution$, indirectly
related to the teaching/learning process, are used for evaluatien purposes.
Promotion constitutes a reward for being a good employee--a good profes-
sional--but may have little relationship to being skilled at causing-students
to learn. . .

-

As instructional staff become more and more determined to be a profes-
.sional, self-regulating body, the.committee approach to evaluation is more
frequently advoeated. Consisting of peers, supervisors, administrators,
teacher trainers, and sQ on, such a-committee can increase the likelihood
that instructors will accept the evaluation findings and feel more in control
of their own destinies. However, a committee of "opinions" still does not am

’
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objective evaluation make. As many- sources of information as possible must be
tapped. :

The same holds true for the evaluation of noninstructional staff. For
evaluatjon to be meaningful and defensible, multipTe techniques should be
. used. Although the prime evaluation-responsibility may rest with & particular
district supervisor (e.g., of transportation) or director of support services,
the persons served-and other administrators should have an opportunity to pro-
vide feedback concerning the performance of persons hired to provide support

services. .
. {

What Is Evaluated?

.How do you determine if an individugl is performing effectively? Against
what standards do you measure performance? Effective performance is largely
detemined by preset criteria representing expectations for job performance.
These criteria may consist of written job descriptions, administrative guide-
lines, board-adopted regulations, state or federal guidelines/mandates, civil
service guidelines, and contractual agreements negotiated between labor and
management groups. The what of evaluation really comes down to an analysis of
job responsibilities. These responsibilities obviously vary somewhat depend-
ing on the emplayment category to which a ‘person is assigned, but basically’
¢ two broad skill-“dreas are involved® technical performance and willingness to

comply with orgahizational policies and procedures. Technical performance
means that, Yor example, the following conditions must be met:
.o 8
¢ The principal or dean must be skilled in educational administration.

o The instructor-must be competent in occupational skills (e+g., auto-
motives),:teaching skills (e.g., writing behavioral objectives), and
general educational skills (e.g., reading, writing, and arithmetic).

typing, cleri--

o - cal, conmunication, and interpersonal skills.

o The secr&tary must.possess genéra] office managemen;7
¢ The janitor must ﬁqssess gésd cleaning skiFls.k

- / . N
The compliance of staff with organizational policies- and /procedures ‘is deter-

mined by evaluating 'such aspects of employee performance as the following:

e Punctuality/attendance
¢ Adherence .to rules
¢ Cooperation

LI 3

e Initiative -
) . Se]ﬁ:direction . o .
. * Willingness to contribute, .
) * Responsible handling of nphinstructional duties k. ) .
J o Agreement with the educational philosophy and goa]sﬁof the ﬁn@t;;u--
S . . tion ) " g .. '
v? ’ ' )
14

\‘l‘ " . . ] ?:*‘ F19 -~
LERIC - - |

)




’ \‘ .- ' $ - \
There is, of course, something to be said for variety. It is certainly not
possible, nor desirable, to expect all staff to mesh 100 pgrcent -with the
organizat¥on, That.would.be dull, ‘colorless,/and static. But too much vari-
ation from the norm can cause an unhealthy amount of disunity and discord.
" "Some path between uniformity and anarchy is desirable. .

- The essence of evaluation is to develop a system whereby the qualities
and characteristics thdt are expected of each employee are delineated and, in
fact, communicated to the employees. Ambiguity should have ng place in a work
setting; it will only foster frustration on the part of both the evaluatee and
the evaluttor.-. Each party must know what constitutes expected behavior and
job performance before an effective, improvement-oriented relationship can be
developed. - . ~ ' '

[a
»

When, Does Evalyation Occur?

The exact time cycle of evaluation might vary from one personnel category
to another, but evaldation should, in general, be continuous. The time cycle
will be affected by such considerations as how long the individual has been
employed, personnel category, and how well he or she "measured up" on previous
evaluations. The new'employee probably needs to be evaluated more frequently
than an employee of ten years. A teacher may need to be evaluated more fre-

- quently than a janitor whose skills are more technical and more readily
observable. Deciding if learning is taking place is far more complicated
and elusive than determining if the floor has been properly waxed and buffed.
And, the employee experiencing difficulty may need more frequent evaluations,
feedback, support, and encouragement than the more highly skilled employee.

n

w

But, there is a minimum frequency with which evaluations should occur.
Teacher contract requirements usually constitute minimum standards. These
generally'call for specific evaluation activities in the case of new or pro-
bationary staff members, while diminishing the attention paid to tenured or

. - permanently employed staff. -The-desipability and value of this practice is
suspect. However, the practice is pérpetuated because most administrators
feel they cannot manage the time commitment involved in conducting more staff
evaluations. ;o -

The argument against parity in the frequency of evaluations generally
focuses on the "fact" that permanent: staff have a clear understanding of their
duties énd.responsibj]ities, have displayed positive work: habits, and there?-
fore, do not require the level of supervision required of first-year, non-
tenured, or probationary. staff. To counter such arguments, one might raise f
the question, "What staff members ever reach thé top of their full capa-
bilities--their potential; and how can they be motivated to improve--to move
‘toward their potential--if monitoring devices are seldom or infrequently
employed?" _— . . ‘

.
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How Doés Evaluation Occur? , - , . R

-, Ev4luations of staff shou]d occur accord1ng to a plan, systematically.
This plan should include- answers to all the "who, what, when, and how" ques-
tions. It;must also be workable in light of "ex1st1ng conditions," which
include_all of those factors outside the administrator's immediate control

’ (e.g. \ontract provisions, laws and regulations, or past practices).. These

' existing conditions should not be used as an excuse for 'not conducting evalu-
ations, however. There “i's No excuse for not evaluating every employee's per-
formance on a regular basis. "Rather; the administrator should be cognizant -
of existing conditions when deve]op1ng the evaluation plan and should deve]op
.the plan to meet, accommodate, or anticipate these conditions. For example, a

. contract provis1on requiring the "evaluation of all provigional employees at "
least twice a year" should be an integral part-of the eva]uat1on plan. On the
other hand, a ruling by the State departmemt that "sen1or1ty can be-the only
¢criterion used when furloughing teachers due to decreased student enrolliment"
should not be construed by the administrator as.a ru11ng,forb1dd1ng or d1s-
couraging regular personne] evaluations.

Any conditions imposed on the eva]uat1qn p]an shou]d be dealt with as
effectively and efficiently as possible to minimize any negative impact they
may have on the evaluation process.. This point is particularly. important to
new vocational education administrators who, by the very nature of their |
employment responsibility, must reconcile the1r ideologicat tra1n1ng ‘with the'
-reality of their employment situation, e.g., the polities and procedures pre- '
viously developed by the emplqying 1nst1tut1on and its employees. You can .
avoid minor conflicts and frustration by accepting this "institutional rea]-
ity" and then applying personal creativity to the task of 1mprov1ng the syste
and ironing out problems wherever possib]e. .

What cond1t1ons and constraints are the most dominant? Three major
are usually involved: - —_— , "

- -

. 0rgan1zat1ona1 “contracts- re]at1ng to eva]uat1on-process gu1de%} es o
i

. 0rgan1zat1ona] rules as estab]1shed either by the board or a
trative policy -

Y e Administrative time management

Urgan¥zationa1 contracts.- One type of contract is the 1géal unjon or
v teacher association contract. <Such a-contract genera]]y inc)udes statements
régarding the general philosophy and purposes of: the evaluation ‘process to
be used (usually referring to it in terms of employee improvement) and a .
short descr1ption of the format and frequency for the protess. _The format
- may include such items as (1) required prior notification ®f -an intended
classroom or laboratory observation, (2) required pre//and postobservation -
~ ————__meetings between the evaluator and evaluatee, and (3)required methods for
maintaining and disseminating eval uation* resu ts. S%andarg practice allows -
\

. for the fo]]owing >
¢ The 1ncorporation of both eva]uator and eValuatee comments on the
’ evaluation form/ , .
. ‘ “ 16 -
: - e Y 21 g

.
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* e An affirmmation signature by both parfié9>1ndfcating that they.haye'
» discussed the observation (this signature does not mécessarily mean
that they agree 'with thechnleSjons, however) o e . o

e A mechanishfor providing a copy.of the evaluatjon for the permanent
5 * personnel file and a copy to the individual who was évaluated *. .
' ) . A . N . )

The frequency of evaluation varies by agency; héwever, j?_is fair‘to‘say
that contractual statements usually provide for employee evaluation, on a for-
'mal basis, at least once annually, with the immediate.'super¥jsor serving as
evaluator. Some statements may also be included that q1s§jnguisﬁ between the - .
evaluation procedures to be, used for tenured and’ probationary, émployees; An.
example of a contractual guidelipe is shown in ‘sample 1¢+ - - - .

L

-

- & a

Organizational policy. Whereas contractual guidelines specif}pal]y
relate to the logistical aspects of the evaluatibn scheme, orjanizational -
policy both ézyans on the process and, .usually, suggests-orspecifies the
tools and precise mechanism for implementing an employee'-evaluation’system.’

. Such specifijcations should include the-instrument(s) to be used:and the
step-by-step procedures to be followed, sometimes incorporating time linesy
A1 this £ffort is designed to ensure that the institution Complies with the.
required’ employee rights with regard to' continuation, transfér, termination,
or progotion. . ) O

- -~

L ¥
The conditions and constraints inherent within prganjzational péTTciimost
offen relate to laws, court decisions, hearings, and arbitration findings.
organizational guidelines-do not exist, or if they are of_a vgry general
ature, it is imperative that you investigate the-law te efisure that you do-
not violate the constitutional rights of any employee.” This is<pahrticularly
_essential 1in cases in which employee dismissal may be mécessafy. -

. The evaluation, and subsequent dismissal, of staff has:been such a major °
- .issue.in all of education thdt the American Associdtion of School Administra- -
tors (AASA) published .a critical-issues report-that gives sugdestions to C
_ school administrators who are faced with evaluation and dismissal .problems.2
“The AASA enymerates ten reasons--as provided by Tegal:experts--why schools
lose staff ‘dismissal cases:, : ] e,

9

* e &
A

*

e Schools do not follow the law.
e Schools do not document tHeir cases. .

. e Top adminiStrators fgiT to adequately prepare theircaﬁminis%rétiye
‘ staffs with an undef§tanding of the law. i

e The policy that the \staff member supposedly violated dgd.not exist %q
‘writing. . . K )

-
o

1 4

- »
DY

-

-
-~ " B . ) t

»

2. SAANYS News and Notes, 8 (Detember 1979): 3. .[School Administrators
Association of New York State] e ‘ )
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) * Each teacher s c]assroom will be v151ted durlng the" year by an appro-
*priate member of the admindistrative staff and,-if desired by the teacher,
-another person mutually selected by the teacher and the administrator. * The
purpose of such visits shall be to assist the teacherlan doing an- effect1ve .
job of instructlon.‘&; e :%* R N o s

POS ‘e -
i :”,.:. - ~ a . 3

7

Somdake

;: The adm1n1straton¢and ‘teacher will meet for a pre- and postobServat1on
conference. At the‘preobservatlon session, Ythe format of both the observation
and ,the written®repost will be determihed. The uguest“ observer, "&f selected, j
u]]] ‘be apprised “of the results of the preconference. - The, .final- report: will o

s g szgned by those.parties involved, and a copywill be g1ven to the(observee.~
-1t is” strong]y suggested that nontenured teachers be _observed more)than once .

,:using the but]ined procedupe. ;ﬂ
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VACANCIES PROMOTIONS " AND RETRENCHME
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P-
— 7o The distr1ct superlntendent sha11 cont1nue to‘lnitiateﬁand'make pub]1c~to;
Fan BOCES instructional personnel a list of known ° ‘vacancies’ Hor new.posit1ons, f
¢ 1nc]ud1ng subject and location, that occur throughout the»year w1th1n«the RNy
..BOCES organizat1on.~»$pec1f1c notice will be g1Vbn to the? pnes1dent of the gﬁ;h
: teachers® "association or his/her des1gnated representative.s ‘e pffected 'staff %
i members will be apprised of propos€d cuts.in the program as soon as: “feasible i

E7and will be notified Jmmed1ate1y if such cuts becdne- f1na1;fﬁ;-’1,;€%§juf,t &
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4’/’.’/0 Right of appeal //

A

.; Schools are not always able to esta
,. 1s there.

Administratozs'are not tough enough in eva]uatfng staff,

ish a 'case even though the case

Boards overr and "go off fialf-cocked" without coolly analyzing
thg strength of their cases. ' ) v,

Schools get-poor legal advice. ] -
Schools act as if the cases are cut and dry.

- ®

\ ¢ . W .
The report states that the principal-plays a crucial role, in. the evalu-
ation of teachers byt is often poorly prepared and seldom supported in this
role. . Many decisions regarding employee terminations made by -superintendents,
however, are based on evaluations made by principals. An attorney interviewed
for the report said, "The problem of dismissing incompetent staff ends up with
the principals.” He added that "evaluations often do not stand up to a hear-
ing; there is” a great need for documentation."” 'y :
It should be noted that poor ppeﬁaration is not the only reason that
administrators sometimes aré not "tough enough in evaluating staff." Some
inadéquate teachers are mistakenly kept on after a "poor" first year because
the same adpinistrator does both the hiring and the firing. -In such cases,

- the administrator may feel™that giving a geofﬁeva]uation to a teacher he/she

hired reflects negatively on the initial hiring decision. Thus, he/she may
evaludte the teacher "kindly" in order to avoid admitting that a hiring error
was_made. J B ‘.

- N 7. ——_—5/-'\—‘ -

In addition- to ﬁ%EVideg a-good, (objective, reljable, valid) evaluation
system, boards and administrators--whether at thehigcoﬁdary or postsecondary
level--must understand due process requirements in dismissing teachers. There
are two kinds of due process:* procedural and substantive. Procedural due
process refers to an individual's right to a notice -of /deficiency and.'a hear-
ing. Substantive due process refers to the fairness of the laws or regula-
tions. There are ten aspects of procedural due process of which you, the
administra;or, should be aware: - R o .

o Righg,tofaanhcgd notice oﬁ.heaying .1 /// o -
. e Right to counsel ' A
:“i;fRféht°to.Judgment by an iﬁpartia] triﬂLnal ' s
17 Right to avofd self-inctimination’,’ '
;ifﬁ.§;7R{ght to present evidence

/

PPN ) : / s
e Right to summon witnesses o;/one's own behalf
. . 8
e f—’?“gight'to necessary degree;?' proof of guilt \

) /h\Bight to cross-examination,  °

”

oA . . ‘
5? e Right to receive a copy of the hearing report .

) .
i
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In deve]oping a dismissal case, you will need to be sure that the evidence

is specific in nature, extens1ve in scope, and recorded. Charges should be

clear, factuaP and campletes

[}
Although the AASA report specifically addresses the adequacy of profes-

— sional teaching staff evaluations, similar examp]es of due process application
- can also be found in cases involving civil service employees and others who

serve in vocatidna]/technica] institutions in noninstructional capacities:

Time management. The th1rd category of conth1ons and constra1nts that
affect the staft evaluation protess is that of thé time management techniques
practiced by vocational education admintstrators. Most administrators believe
that good employees are the mainstay of the institution. Yet, due to their”
normally busy schedtles, most seem unable to spend the time that they feel is .
necessary to assist their staff in becom1ng good employees. As a consequence,

i.!they (1) place their emphasis on providing a good staff selection process,
(2) try to provide .adequate budgetary support, and (3)-spend the bulk of their
time on logistical management and discipline problems, and in shuffling the
ever-increasing volumes of paperwork required. "New teachers either have it
or they don't" becomes the ruling philosophy--one resulting from a failure to
‘ establish clear priorities. Clearly, however, many of the issues related to
due process would not be "problems" if administrators elevated their commit-
ment to staff evaluation and impnovement. .

‘ " N *

Philosophically Speaking \

In the purest sense, then, evaluation should be a systematic, planned,
two-way process between the evaluator and the evaluatee. The evaluatee is
observed by the evaluator, and Uialogue--relating this observed performance -
to organizational expectations--is established. This dialogue not on]y(serves
to let the employee know how well his/her job -tasks are being performed (as
perceived by the evaluator), it also gives the emp]oyee a chance to communi-

* cate his/her needs and concerns. As am administrator who is performing an
evaluation function, you need to encourage employee input and incorporate
staff views, part1cu]ar]y when administra ive décisions may affect work
expectations. You should assume an accepting and clarifying role in this
process, and both parties should feel that they have had ample opportunity
. to state their positions on work-related matfers. Both the evaluatee and
the evaluator should gain professionally by this mutual sharing experience.

We know, however, that the purest form of evaluation is not always easy

to foster, and that’ the sdeal of a "nonthreaten1ng, open-discussion environ-

/ ment" is always colored by thoughts concerning job security. Consequently,
. your; FO%E as administrator/evaluator is to attempt to establish a climate
whereby he purest form of staff evaluation is, in fact, dccepted as the
status quo by the emp]oyees under’ your superyision. On]y when such a climate
'is established will the staff feel secure enough to confide openly and.resist °
the Temptation to become defensive ‘regarding the contept and results of evalu-
ation. Employment decisions pust still be made. However, if staff. feel that
such decisions are a secondary concern, then the ascribed goals for achieving

4
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P
/Ber§ona1 employee growth, and identifying common concerns for the purpose of
establishing staff development activities; can be accomplished.

-In order to learn more about clinical supervision and tech- -\
niques for creating a nonthreatening climate, which are the

basis for developing“a productive evaluation climate, you may
wish to read one or more of the following supp]ementary refer- .

g st . :

¢ Acheson andeGall, Techniques in the Clinical Supervision vere
%of, Teachers: gPreservice and Inservice Appiications-- - °
Chapters 1n this book cover (1) the naturesef clinical
supervision, .(2) ‘clinical supervision and effective
teaching, (3) the planning conference, (4) the feedback
conference, (5) direct and indirect styles of supervision,
(6): the technique of.selective verbatim, (7) observational
records--based on seating charts, (8) wide-lens techniques,
(9) thecklists and time-line coding, (10) studies of clin-

€al supervision, and-(11) questions about clinical super-
s vision. }

* Bradley, “The Helping Conference in Microsupervision,"
Journal of Industrial’Teacher Education--This short
article explains-the rationale for, definition of, and
app]1cat1on of the he1p1ng conference as a tool in micro-
supervision. -

Optional
Activity

Kiingner, Public Personnel Management: Contexts and .
Strategies--This book discusses hgw one can ensure that

everything pgssible has been.done to help employees suc-
ceed on the job, while at the same time developing and
maintaining &n adequate system for resolving employee .
‘grievances arising from d1sc1p11nary actions taken against
them because of poor performance or violation of agency
rules. Included are the factors to examine in ensuring
fair employee treatment, methods of counseling unproduc-
tive employees, and whqt to do if counseling fails.

e Sullivan, Clinical Supervision: A State of the Art
Review--According to this book, clinical supervision is a

- specific supervisory approach capable of serving as a
method of educational 1mprovement, it is a field-based
approach to instructional superv1s1on. Chapters in this
book cover’(1) clinical supervision, (2) the design of
clinical supervisiop, (3) testing tlinical supervision,
(4) strengths and weaknesses of clinical supervision, and
(5) implications,for the future.




-

f\\ . s

l . In order to become more aware of, the way peop]e feel about
Optional staff eva]uat1on, you may want to do some investigativée report-
Activity ~ing. Arrange through your resource person to visit, within a

. ’ * single tnstitution or district, persons in a variety of rales:

o Administrator with responsibility for staff evaluation
' ) F1rst-year teacher
: AN
. . Exper1enced teacher
¢ ‘Supervisor/department head -
o Union/profesgional organization representative
o Noninstructional/support staff members

-Maintaining a very neutral, nonjudgmental attitude on your
.8 rt, ask each of these people questions about staff eva]uat1on

. in their institution/district, e.g.:
. N .
: _ ‘ « How is the staff evaluation conducted? How often?
5 ‘ o How effective is the process? ‘ '
e Do staff development activities, either group or indi-
vidual, grow out of these evaluations?
) Compare the responses you receive. ™ What have you discovered?
- What. implications does this have for your responsibilities as a
. staff evaluator? ~You may wish to prepare a written or oral
) . report on your f1nd1ngs to share with your peers or resource
T ) person. ’
/’J ) -
e\“\/\'
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The following "Case Studies" describe how two vocational edu- |
cation administrators conducted staff evaluations. Read each
situation and critique in writing the evaluation procedures
used: What-is the problem? What seems to be causing it? What
additional information do you need to know? How could the &
problem be resolved? ‘ .

[y

e

~

.

CASE STUDIES

Case Study 1: i
;" Susan is a data processing teacher in the Area Occupational Education
.Center. She does an excellent job in the classroom, willingly accepting all
students that enroll in her course. -Susan's class is always "alive with’
action,"” and students seem to be caught up in her program even though they may
3 have "entered with only a lukewarm attitude. Student progress is evident.
Susan's placement rate for graduates is above average.

Instructionally, an outside observer might think that Susan would be
considered an exemplary empldyee. In actua]1ty, just the oppos1te is true.
The vqcational education administrator views Sysan as a prima donna. Cer- -
tainly, she is good in the c]aserOm, but in.every other sense she is con-
sidered unsatisfactory. Susan is vice-president of the local teacher's union .
and is actively involved in grievance and contract negotiations. She works
strictly to the clock and thinks that any extra<time part1c1pat1on in faculty
meetings, staff development activities, or promotional events is "administrd-
tive harassment." Susan is vocal in her disdain for being forced to volunteer
her personal time to these "unimportant ventures." She avoids involvement

‘ whenever an excuse is avai]ab]e. . L

The vocational educat1on administrator-has discussed Susan's conduct with

her on numerous occasions. He has expressed his concern over what he feels

are her negative attitudes and has attempted to:explain why he feels these

activities warrant her support. Susan has also been informed that organiza-

tional ‘expectations, for her, include involvement in professional activities

other than direct* classroom instruction. Her last evaluation meeting ended on
| - a note of mutual frustration. The vocational education administrator issued .
| the following ultimatum: "Either you participate in the next extra-time staff \
| development activity or you can look for another job! The choice is yours." ,




P

C}khad not mastered the use of the dictating machine, a skill that is essential . _

" ment, accepted the posjtion, and’ began his neW job. '

’ : " o, . . : % $
Case Study 2: . e 2

The setting is Juliys County Junior College. A complete.§taff evdluation
program has been .developed and approved by both the ‘employees and the board.

The evaluation program provides for the assessment of all personnel for staff.
development purposes. Evaluations for employment decisiong are conducted by

* members of. the school administration. In 1+ke manner, members of the admin- ..
istration are evaluated by @ committee representi_g the boarda,

Evaluations related to. empioyment- decisions are conducted ®hroughout |
the calendar year at specifiedvtimes as required by the particular-posi&i : >
Evaluations for new and/or probationary employees are conducted more fre-
quently than evatudtions for permanent employees. Evaluation follow-up con-
ferences are held with each employee ,and appropriate employment decisions are
made accordingly. ~

. Jerome Tacossee applied for a»secretarial position with the Julius County
Jupior College. During the employment interview, it was determined that Jerry
to Tong-term success in the position. The administration, being™“very pleased Sl
with Jerrfy's other qualifications, decided to recommend to the board that he
be appOinted to the secretarial position provided that he engage in training
to qevelop the needed skills, It was detemmined that Jerry would be hired
on a probationary status and that this status would remain in effect until.
he achieved~mastery of thé dictating machine skills; the probationary status
requires an evaluation -every three months. ''Jerry was pleased with the agree-

(74

-~.HceThe administ on arranged- for dJderry's on-the-job training by .asking,
one of the experi@nced secretaries to teach Jerry how to use the dictating ,
machine. At theffirst three-month evaluation conference, it was determined
that Jerry had ade 1ittle or no progress in mastering dictating machine
skills; the on-the-job traﬁning just wasn't working out. - The college admin-
istration decided to:give Jerry opportunity 'to attend night classes at the
college. Through these night :iaﬁses, he could develop the dictating machine
skills, Jerry agreed and begaw the night classes. . S
L
During ‘the next thrée-month period, the administration learned, through
_informal conversatigns with Jerry's night school teacher, thatAUerry ng make .
ing minimal progreS$s due to excessive absefices from school and an apparent .
lack of interest., At the subsequent three-month evaluation conference, it was
determined that Jerry's dictating machine skills showed little improvement. ~
Based-on this information Jerry's employment was terminated.

\
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Compare your completed written critiques of the "Case Studies"
Feédback with the "Model Critiques" given béldow. ¥Yeur responses need
not exagtly duplicate the model respohses; however, you should
q§ve covered the same major poings.

o

MODEL CRITIQUES \

v Case Study T1:

The problem at this point is a definite conflict between Susan and. the ° '
administrator, to the point where an ultimatum has been issued. O o

_ * There areé{Eﬁiably a multitude of possible causes, and some of these are
related to the additional information required.- One cause of this conflict is
that Susan and the administrator differ drastically in how they define accept-
able, desirable professional teathing behavior. The key question here is not
who is right, but rather whether the institution has takeh the time to commit .

. to writing a statement of expected behavior. Did Susan know in advance that
extra-time activities are required? Are they, in fact, required? Given that
the teacher's union is active in this district, extra-time activities may have
to be agreed to by contracty If Susan is“behaving based on the terms of her
contract, no wonder she is being "stubborn" in her refusal to comply--and the
administrator is delivering a hollow ultimatum that he will be unable to :
- enforce.’ . : < )

Which leads us.to a second possible cause:. lack-of stated standards. We
Kmow Susan is being evaluated and warned about her unsatisfactory behavior,
but how is she being evaluated? Is there an evaluation form with stated cri- :
teria covering all aspects of her job, both teaching %kills and organizational a
expectations? Has Susan seen it? Has she been-observed in a variety of situ-
ations? Based on what we know, it is more 1ikely that the administrator jis
not conducting a systematic, comprehensive evaluation of Susan or considering
her total performance. He perceives she has a problem--she doesn't show up
for extra-time activities and is vocal in her disdain for them--so he warns’
her about 4t periodically. \ .

This latter point--the warning--is the crux of the problem. This admin-

istrator is creating an evaluation climate that.can only be nonproductive. He

s holding Susan in an adversary position, rather than trying to develgp a

situation in which all staff are viewed as proféssionals working toward common . ,
*) goals. An impression of open dialogue and a helping/sharing attitude toward ’

problem solving--an open and sharing environment--do not seem to be present.

The administrator, by warning, threate;}ng, and delivering ultimatums, seems

to be seeking control, trying to show fer who's” "in charge." . N

- . (o
"
N .




Finally, the administrator cannot hope to involve Susan in staff develop-
ment using his present methods. He never clarifies why this involvement is
important; he simply puts her in a win/lose situation. Both staff evaluation
and staff development are designed to foster growth and change. They are
compatible partners that, when working together, can improve employee perfor-
. mance and organizatienal caliber. They should not be pitted against one
another, We are told that she is an excellent classroom tedcher. Does she,
then, need the specific staff development activities that have been offered?
She’ might be more than willing to participate in activities designed for her
particular felt needs. There is seemingly no sense of concern on his part for
. her improvement; he merely seems to want her to comply, to "toe the line" as
he 3efines it. : .

L

The problem could be.resolved if the administrator would reconsider his
present stance. He needs to promote a healthier working environment. Before
he can convince staff  that evaluation is a tool for professional improvement,
he needs to believe that himself. This administrator could take the following
steps- at this point to attempt to improve the -problem situation:

* Review current materials/resources concerning the elements of good
staff,evaluation processes. ‘
!

* Rethink-his philosophy of staff evaluation and his role in it.

* Review and revise any existing evaluation procedures based on his
revised philosophy and based on realities.of staff contracts.

o Meet with staff to communicate to them what the staff evaluation
process will involve and what the major intent of evaluation is, i.e.,
staff.- improvement.

L\<>3\§gijcit staff involvement, input, and support.
Strong control is not needed in order. to get employees to work on various-
“dimensions of professional and program improvement.. Helping staff identify
.their professiqnal needs and facilifating their invdlvement in relevant

. improvement activities are more 1ikely to result in staff enrichment. By
working on his own attitude and involving staff in future evaluation efforts
(perhaps "converting" Susan by sincerely tryjing to understand her views and
take them into consideration), this administrator might be able to improve -
staff morale and performance, and to work constructively with an excellent
teacher and potentially 'valuable employee> Susan. Susanm is obviously zealous
in her pursuit of her goals; imagine what could be accomplished if her goals
and those of th€.administrator could be’aligned.

D 2

Case Sfudy 2:. o - ’ .

-

The problem 1§ that, after a six-month investment of’ time and resources,
the institution is again without a secretary. And, technically, this should
not ‘have occurred. The evaluation system on the whole seems strong. Using

. &
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this system, Jerry's sk111 deficiency was immediately identified and sens1b]e '
steps were taken to eliminate this deficiency. Jerry was given every chance
to succeed. When the first training method did not bring about the desired
results, a second method was tried. When Jerry had not-succeeded after the
initial 90-day trial period, he was given-a second 90-day period to make the
grade. All in-all, given the relative simplicity of operating a dictating
machine, there is no reason why Jerry shou]d not have mastered it in the time
a1lotted. o

Perhaps he should not have been hired in the first place, because he did
not possess all the basic skills required for the job. But it is seldom that
one finds a prospective employee who fits the bill exactly. One expects to do
a certain amount of on-the-job trdining, if only to familiarize a skilled
employee with "the way things are done in this institution." Furthermore,
there are other reasons for hiring someone who lacks only one skill. Perhaps
Jerry was one of their own graduates. Perhaps he was the best candidate among
the applicants. These are sufficient reasons to have hired him under the cir-

cumstances. //
! © '

If there is a weakness /in the evaluation system, it may be in the proce-
dures followed after each the traigdag decisions was made. As far as we
know, Jerry's lack of progress was d1ﬂ.ixene6)on1y at the end of each three-
month period. What was gping on during those periods? The only evaluative
technique used that we ape aware of is “"informal conversations." Were any
evaluative criteria for /use of the dictating machine established and applied
in Jerry's case?

The point is that there is almost something a little strange about
Jerry's failure to master the dictating machine. Perhaps he had no intention
of mastering it. He may find it boring to sit and transcribe material from
tape. Consequently, he may have avoided the help of the experienced secretary
assigned to train him, and we know he didnkt\gttend the classes. . Or perhaps
he knows how to operate the machine but lacks skills inp English. He may have
difficulty with spelling the words he hears. By remaining "untrained" he may
be avoiding a potentially embarrassing situation. But we don't know why he
failed nor, from what we are told, does the administrator. This is a fault of
the evaluation/ system.

An experienced secretary was assigned to train Jerry. She could easily
have been provided with a- performance checklist to use in evaluating his prog-
ress periodically. If, after a reasonable length of time, Jerry's progress
was not adequate, she could have alerted the administrator to this problem.

At that point, a structured\conference could have been held to determine why
he wasn't making progress. e provision of a second training method seems
generous, but it rea]ly isn't)if it is not the appropriate second method,

In short, more attention could have been paid to the use of formal evalu-

ation devices and to the notion of evaluation as a continuous function. On
the other hand, finding an administrator who believes in staff evaluation for

™~ | -
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¢ . . . . .
“the purpose of both staff develgpment and for making eniployment decisions--and
who acts according to those Beliefsy-should'be cohmended. With a basis 1ike
that to work from, it is 1ikel§ that *the administrator will identify the flaws

in the system and eliminate t em..

v
1
.

Level of Performance: Your completed written critiques should have covered
the same major points as the "Model Critiques." If ypu missed some points

or have questions about afy additional points yéu made’, review the material
in the information- sheet, "Constructive Staff Evaluation: The Need and the
Reality," pp. 9-21, or check with your resource person if necessary. \
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Pl

Activity - For information about the steps and procedures involved in t - |
¢ developing and impleménting a plan for constructive staff o
evaluation, read. the following information sheet. :

&

L .DEVELOPING AND IMPLEMENTING A PLAN FOR .
CONSTRUCTIVE STAFF EVALUATION. / .

5

~The aspiring or practicing vocational education administrator is Sty
~ responsible--or, in today's parlance, accountable--for the satisfactory work
performance of assigned staff, Given this need for accountability, the admin-
istrator must develop a plan frém which employment determinations can be made,
and which promotes staff growth as well. , :

-

5

The amount of deve]opment (gqu1red varies. The new administrator may
find that an evaluation plan is” already established for his/her .institution/
district. On the other hand, a formal, written plan structuring the total
process may not exist. Eva]uatidn may have been conducted, using some stan-
dard instrument, simply to meet the minimum requirements. In either of these
cases, the administrator has a job to do. Just because an evaluation plan
exists does not mean that that p]an is good, or up to date, or reflective of
the latest, best thank1ng concerning evajuation. Any ex1sting plan should be

reviewed carefully., improvements can be made, the administrator_should
attempt--through channe over time--to have these improvemdnts Jjncorporated
into the plan. .

Thus far, we have"355n}ﬁ1scussing development of an.evaluation plan py
persons at the administrative level, However, if the plan is to be func- .
tional, it must be acceptable to all parties 1nvo]v§p.‘ The simplest way to
accomplish. this is to involve representatives from each personnel category in ~ )
the planning. The level- of, involvement can vary. The administrator could,
for example, prepare the plan initially and then involve staff 4n reviewing
and refining that plan. Or, the administrator could appoint‘a representative
committee of staff to develop such a plan; the administrator then becbmes the
reviewer, reactor, and ‘refiner of the plan. The key issue here is that staff .
are, at s point, genuinely and actively involved in determining how they /
are to bezzsaluated. As a consequence, staff should find the process more -
o _meaningfyl and less threatening than one that is perceived as having been
ekl N ,developed and implemented by "others.".

{

g e general acceptability of the plan is not the sole criterion by which
' its orth should be judged, however. A good plan will contain certdin compo-
‘ nebts, including the following:

e An explanation of the purposesaof and rationale for evaluation
' ] {. Roles and responsib11ities
;- Time frame (e.g., frequency and timing of evaluatigns) -

- i
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o Devices to’ bé used
. Procedures to be followed

In addition, the system described will be based on certain established
pregepts -

RS , a

e The basic principles of fairness, openness, time]iness, and .confi-
dentiality “* /9

e Legal and oré%nizationa] requirements with regard to due p ocess and
the human rights of the emplpyees invo]ved /Y

e The phi]osophy:of the institution . . s//

~-

/

.

And finally, based on the three precepts just listed, the plan should meet
~ ~ certpin criteria--should contain certdin elements:
>
. .
*\\\ o Evaluation of all staff

. e Regularly scheduled. observations, instead of random "drop in" situ-
-« atipns (frequent]y referred to as evaluation by~ convenience) ”

o Pre- and postobseryvation conferences between evaldator and evaluatee

o Use of a variety of evaluation techniques (e.g.; se]f-eva]uation,
peer evaluation, superv1sor observation) .

* Reassessment, at predetermimed intervals., designed to measure 'and
report continuing growth andaprogress made in areas that were pre-

‘x\vious]y identified as requiring improvement ° .

Continuous, ongoing, deve]opmenta] eva]iption designed both to
de.a basis for emp]oyment

facilitate staff improvement and to pro¥i
decisions

« Safeguards on the use of evaluation data

*
. A\l

The discussion thlis far shoald have made you -aware that the development
of a staff evaluation system involves more than choosing an evaluation® instru-
ment’ and imp]ementing it with Your staff. The most important thing that you, -

was a vocational education administrator, must realize is that yow_ have to have
.a plan for staff evaluatign--a plan that is broad enough to include all cate-
gories of employeaes.: No two staff evaluation plans can ever be exactly the °
same. Organizations .are different; employee groups and their composition
ﬂaryf ‘evaluation devices differ according to local needs. The intent of staff
/evaluation should, however, remain constant. Staff evaluation should be
. designed to improv@ the work performance of all emp]oyées and provide:a fair
assessment of performance for adm?nistrative purposes. 'To develop a plan that
osters accountability and that incorporates strategies for staff improvement
s a_function of administrative leddership. Good vocational education pro-
rams do not just happen. . They evolve because good people work together to’
ake them happen. The role of the administrator is to see that this occurs.
, a4
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= Evaluation System Design .

- Vocational -education administrators nust constantiy remind themselves
that staff evaluation is an everyday responsibility. Most ‘staff members look
ggr assurances that they are .performing acceptably. Praise and words of

ncouragement should not be reserved for special times or for those occasions
when formal evaluation procedures are exercised. Those who are experiencing
difficulty should feel reassured, through regular dialogue, that they are not
alone in this concern to improve their level of contribution to the organiza-
tion. © ,
, In order for day-to-day staff evaluation practices to be effective, how-

ever,~they must be part of the overall evaluation design. The following com-
ponents td thf%_design are suggested:

. Spec%fication of job functions and predefined goals for improve-
ment ‘ .

» Selection/adaptation/development of sﬁécific evaluation insfruments
and techniques g . - 1

e Provision. for evaluation feedback : .
e Provision for summary evaluatien -

Let us consider each of these components in more detail.

Job Functions and Predefined Goals. for, Improvement

e

Given the continuoas, circular nature of evatuation, there should be two
levels Qf goals.. Based on an analysis of an employee's job function (e.g.,
‘teacher, custodian, admissions directong*_one can specify, in general, .what
that employee should be doing and what skills he/she should possess. Conse-

quently, the achievement of a high level of competency in those task/skill //

areas is one*goal. . .

. J
rd f E

. On.a-flore specific level, evaluation of employee performance against this

, job-description provides a.basis for setting individual .goals, or job targets.

(]

arrive at. specific objectives relating to that employee's job performance.

~ Job targets are written statements that reemphasize organizational expecta-
tions, and incorporate plans to improve employee performance and promote con-
tinued growth.. A sample job target for-a vocational instryctor might include
. an objective such as "By dJune 30, I intend to increase my ‘ability to individ-
ualize instruction within my ¢lasSrodm by satisfactorily completing a workshop
on that topic." ~ " . . A

-

The use of job targets allows the administh}or and the employée to jointly

3" To gain skilidn preparing job destriptions, you may wish. to refer to
Select Schéol Personpel, pait of the Competency-Based Vocational Education
Administrator Module Series (Columbus, OH: The National Center for Reseafth
in Vocation?] Education, The Ohio State University, 1981). ’
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/// Ideally, then, f@e evaluation p oéess would evolve as follows:
el ) \ :

~

would be identified.

,The"skiiﬁswahd'taSKS'requ;red in a given employee's job functihn
The empioyee would be ap%

rised of these expectations, as jel
He ‘would be evaluated. -~

Before the emp]oyée was observed, the administrator would hold a
_preobsgrvation-conferenc@ with the~empk2yee to plan the observation
in more detail. - . ‘

The observation would take place as planned.

The administrator would hold a postobservation conference with the
employee discuss the evaluation findings and to help the .employee
set jog/figéets:-which brings us essentially back to step 2; job
targets are "expectatigns.” : ) - ’

6. The process would then\continue to recycle thfough the steps, with
“the expectations changing as the -ieeds of the employee change, and
with evaluation geared 'to these expectations. . .

often, how, and when he/

3

°

Preobservation conference. 2A1though this meeting is itself a planning
meeting, -you, as-an administrator, just plan for it, too. You must provide
answers, in agvancé, to certain questions: What is the purpose of the meet-
ing? What do you hope to accomplish? How will you conduct the meeting? How
will you ensure that the goals of the meeting are accomplished? Essentially,
the purpose of the meeting is-to set the stage for the observation, for both
you and the employee. This is tHe time when the employee can tell you what
you can expect’ to see during your, observation. For example, the teacher could
tell you what will be going on‘iﬁ,the/cfass or lab, what the student perfor-
mance objectives are, and what techniques he/she will be using. He/she can
provide you with the lesson plan to be-followed. This is also the time when
you can review for the gmp]oyeeJWhat you will be looking for and what devices
you-will be using to measure hi?/hgr performance.

However, céntral to the success of this meeting is that. it not involve
the administrator.in telling the employee what will be expected. Planning the
observation should be a shared responsibilitys This should be a conference in

. which the administrator and teacher are working together toward a common goal.
It -should be a conferencé in which you and the employee openly review each
other's plan--yours for the obﬁervatipn, his/hers for the performance to be
observed--and' come to an agreg&ent concerfiing what will, in fact, occur during
the observation. The obvious merits of this~sharing process are that-you can
do a better job of obsérvatiod if you 2K§W' hat to expect and what to look
for; the employee can perform more secdrely/and camfortably if there are no
hidden “agendas, no surﬁbises./ . . N

\

! . : p y
The conférence techniques you Should use to ensure that this sharing
occurs are helping conference techhiques, Sample 2 provides an outline of the

key steps you should follow during the helping confgrenqe.

/.




ERIC

Aruitoxt provided by Eic:

N .
P >
Fonnnis »
- N <
S E 2 ~
SAMPLE 2 ~
— g e o = . . ——— R .. .. —p— -
THE HELPING CONFERENCE
N *
i
In the helping conference, th—evevaluator does not tell the employee what he/she did wrong and what to do to
correct it. Rather, the key to the helping conference is in helping the employee identify problem areas and
alternative ways of resolving them. . .
Preparing for the Conference
. "« Obtain performance data {e.g., observe the teacher in class, videotape the teacher's performance).
* Review documentation of any previous observations and conferences (i.e., has there been any
improvement or progress toward previous goals set?).
. L]
: ¢ Plan the conference: objectives, procedures, setting, time, .. .
/\ * Inform employee of the setting and time. i .
A
! e Assemble al) resources heeded for the conference, and prepare the setting (e.g., place chairs where
' you can talk comfortably without your desk--a symbol of authority--between you). :
. H
Conducting the Conferente . . i
¢ Greet the employee and endeavor to put him/her at ease (e.g., discuss something of mutual interest’ i
such as a recent PBS television program), . ]
* Review the objectives set at any prior conferences and the objective of this conference, Use a i
friendly but businesslike approach. }
o Encourage the employee to think of areas in which Ris/her performance could be improved, and H
alternative ways of working toward that improvement, for example: . z
¢ Do not deal in tems of right and wrong; rather, discuss what could have been done differ- 3
ently. _ - L 3
< t N . M 4
¢ Concentrate on only one or two areas needing improvemegs. Addressing a huge array of problem
areas 1s overwhelming, discouraging, and ultimately no productives | E
* Give the employee an open {nvitation to talk, maintain ey! .contact,zsit fn a relaxed natural 4
' position, listen actively to both verbal and nonverbal comjunication, let what the employee o
Says cue you as to what to ask or discuss, be nondirectivelyand use open-ended questions (e.g.,
How do you feel about . . . ?). s oy T
- . = :' c o A }
* Offer suggestions when necessary. R - T -
. —
* Help the employee set new objectives (job targets) and identify resources needed. -
¢ Review the main points discussed and objectives set; ensure that both parties agree. R . 3
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SOURCE: Adapted from Thomas Walker, Conduct a Helping Conference %
(Philadelphia, PA: - Temple University, Department of Vocational Edu- |
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Evaluation Instruments

In order to ensure that the evaluatton process i$ fair, objective, and
sufficiently thorough, it needs to be structured. One of the most effective
-ways of ensuring that employees know on what bases they 'will be evaluated,
and that_the evaluation itself is fair and objective, is to use 1nstruments--
ones that’ incagporate the organization's expectations for the employees. For
the teacher, this device should include criteria specifying what the organi-
zation considers to be "good teaching." For the custodian, this device
should reflect both the interpersonal skills and various job functions that™
are deemed important.” In other words, if a custodian is supposed to clean
lavatories on a daily basis, wash windows on a weekly basis, and strip and
wax floors on a monthly basis, then these tasks should be included in the
evaluation instrument. . The same holds true for a teacher. If a vocational-
instructor is supposed to~(1) meet twice annua]]y with a curriculum comm1ttee
(2) develop student competency lists; (3) turn in quarterly and final grades,¢
(4) participate in hall duty; and, of course (5) teach students--utilizing
good planning procedures and appropriate instructional techniques, providing
for individual differences, and maintaining good classroom management--then
these taskg should be inc]uded in the evaluation instrument.

These instruments do not need to be developed by you or your staff; .
existing instruments--of which there are many--can be used as is or adapted to
your local needs. Bas1ca]1y, you will probably need three types of forms

o An instrument fog a]] staff covering those skills that have to do
with how well ‘the employee meets general organ1zat1ona] requ1rements
for a good employee

e A standard form ( or noninstructiona] staff that is designed to be
easily adapted to each-specific job funct1on :

e A standard form for instructional staff that cOntains general items
concerning "good teaching," with additional space for the rating of
specific job targets for any,one teacher

Y* <

Evaluation of compliance with organizational policies and procedures.
Samp]e 3 is an example of an instrument designed to measure the organ1zat1ona]
comp]1 f employees. Notice that the form (1) lists and defines t v
qualities éﬁat an employee should possess, (2) provides a four-point sca]e
for rating those qualities, (3) ihcludes space for written comments and space
for improvement goals (identified during the postobservation conference), and’
(4) requires the signatures of both the supervisor (evaluator) and employee
(evaluatee). Providing definitions or descriptors concerning the qualities
helps to ensure that everybne using the: form has the same notion of what
the items mean and what they shouhd be evaluating.™ Notice that this rating-
scale does not have an "unsatisfactory" rating; instead, the rating is "needs
improvement." This is the same as saying that the performarice is not satis-
factory, but it stresseg the positive and reinforces the notjon that the goal
of the evaluation is not to obtain proof of incompetence; the purpose is to
identify -areas that should be--and can be--improved.

N — . -
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Y SAMPLE 3

PREFIN Ve owpers . R R

5

" EMPLOYEE EVALUATION INSTRUMENT

0.. 4 ’@ .c

Y -

Directions: Evaluation forms are to be completed by the employee and supervisor, These willabe completed individually -
and sepacately. A copy will be exchanged phjor to the conference and both cop&es filed in the personnel folder.

. .

~

upervisor Signature bate

NEEDS I S
IMPROVEMENT | ADEQUATE | GOOD | EXCELLENT COMMENTS

ATTENDANCE AND TARDINESS--reliability in ., . AN
coning to work daily and conforming to working .
hours

. N .o

ALERTHESS--ability to grdp instructions,
meet changing conditions,)and solve novel
or problem situations .

= 7
APPEARANCE--neatness and appropriate dress

COURTESY AND FRIENDLINESS--sociability and
warmth shown towards public, other emplbyees,
supervisor, and those supervised ’

DEPENDABILITY--ability to perforn required
Jobs with minimun of supervigion

e

HOUSEKEEPING--orderliness and cleanlfness in
which individual keeps work area

P
INITIATIVE--originality and resourcefulness

JUDGHENT-~ability to evaluate situatfons,
make sound decisions, and set priorities -

%o
LOYALTY--adherence to organizational goals
and policies °

‘ LY
RELATIONSHIPS WITH PEOPLE--tactfulness ‘\*

STABILITY~-ability to’withstand pressure and

remain calm in crisis situations ¢

HORK: &, Accurac ~-correctne'ss of work
uties performed -
: \

— -
A
b. xnowleagé’:mn of informa’
tion conterning work dutfes that
an individual should know for satis-
factory performance y

o~

& = \ P,
¢’ Organization--ability $o meet {e
déadTines and continue. progress in
a1l areas of work responsibility

.t e

I
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NEEDS ~ . . ’ )
IMPROVEMENT | ADEQUATE | GOOD | EXCELLENT . COMMENTS
< . 4
d. Qutput--volume of work produced Lt 4
consistently - ~

e, Quality--degree of excellence * ) ’
. 4 {
OTHER CHARACTERISTICS-- i
OVERALL EVALUATION-- :

Performance improvement--plans and goals: .

N A copy of this report has been ;
* given to me and has been discussed ;
with me. i
1
‘, ]
" “Employee's signature _ i
. o e ene - - ol 1 —m—— © e g . e 4
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It is most<helpful if space is provided for comments. The items to be -
o rated are general in nature. Hritten comments can be made about specifics. .

If you rate "Attendance 'and Tardiness" as needing improvement, you can note in ’
the comments column the data concerning attendance and tardiness that have
caused you to make this rating. Then, during the postobservation conference,
it is easier to explain-and justify your ratings to the employee. It is also
helpful to have these comments available when you are reviewing an employee's
total record over, for example, a four-year period. These written comments
can refresh your memory concerning the employee's performance far more readily °
than can simple ratings. .

r

Providing space for the improvement goals and the employee's signature
reinforces the notion of evaluation for improvement purposes. The employee
is involved, participates in a dialogue _concerning his/her performance, and
has the right to be involved- in detemining what nedds to happen next. The
instrument is not a secret device designed to undermihe the employee; rather,
the employee is a_partner in the evaluation process.

. R ‘ .

Evaluation of noninstructional employees. - Samples 4 and 5 are examples
of instruments that are used in evaluating noninstructional employees at the
secondary and postsecondary levels. Notice that sample 4 starts with back-
ground information concerning the employee's employment situation-and status,

nd then provides an open-ended item on skill mastgry. Thus, this same
instrument could be used with each noninstructional emp]oyee; it can be .
tailored to specifically fit each employee's job function. This also allows
the job skills required to change as the job requirements change< This has
advantages. The potential drawbacks 1ie not in_the form, but in the fact
that, often, the skills listed do not, in fact, reflect a specific employee's
particular responsibilities at a given time; they were simply copied frog;last
0

year's form or from that of another employee with the.same job title. qo,
this instrument asks that the skills be rated as a unit., -Since the form later
deals with skill areas separately, this may be acceptable; however, there is
some justification for listing, observing, and rating each skill separately.

l Note that the form in sample 4 deals not only with technical skills
} related to the job, but also--for all noninstructional employees--1ists the
« attitude and performance criteria to be met (items 2 and "3 on the second
' page). And, to ensure the emphasis on improvement, space is .provided to
camment on strengths, areas needing improvement, and other comments and con-
clusions. There is, however, no specific space provided for listing the
techniques to be used to achieve improvement °goals. (Such comments could be <
Iisted in item 6, but that's not- really‘what's called for there.) It is not
sufficient to list areas needing help; for improvement to occur, there must be
. " systematic thought given- to what will be done to encourage that 1mprovement
l * (es+ge, workshops, .on- -the-job, training).

A4

}
Sample 5 cbntains most of the elements we have been talking about.
It lists, in broad terms, the criteria or performance standards to be met.
What is missing are the specific job skills or functions for the individual
emplayees. .However, this instrument, used in conjunction with a detailed- job
description for each employee, would provide a solid basis for evaluation.

41 I
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. SAMPLE 4"

-

[ETE VT —— ner e

’NONINSTRUCTIQNAL EMPLOY"EE EVALUATION INSTRUMENT
e OSNEGO COUNTY BOCES ,
' > Mexico, NY
? . » » . Date
* ’ - ¢ s e
INSTRUCTIONS:  * : N ' - .

Data on ghis form should be completed by
annually for all noninstructional employees,

apprqpriate supervisor and submitted to the Personnel Office once
Completed report should be reviewed by the supervisor and the

employee, with both signing the report-as.evidence of such review, The signed report will be retained in the
enployee's personnel file in the Personnel Office. .
1. Name  ° @ g .
2. Present Assignment ° ° .
‘ 3. Civil Service Status:
A, Civil Service Title
Competitive: s JProvisional Permanent,
- Noncompetitive - - t
Labor . - PO .
— Exempt ) . . . .
Temporary . : .
. !
4. Current Salary Data: Schedule . - w e !
. Level M p ’ )
e Hourly Daily Annual ’ -~
" 10 mos.,
. - - 12 mos. P
« - K s . .
5. Attendance Record Taerl R JETEN i e
A, Vacation Ddys accumulated as of ’ e .
B, Sick Days accumulated as of ‘ - i
C. Persona) Leave Days remaining as of . o, Tios . '
0. Days for which pay was deducted since * e .
. ' ;
1. SKILL MASTERY ’ . " / .
Y o - e / -
Ski11s required for present assignmeft * . ! - ’ ) .
9
'
9( ~ 47 . s
. . ] o . ,
. N [ .
" Possesses high degree of skin mqgtery * L. c. . .t
. Possesses adequate degrfe of -skill mastery , R
Needs more development {n required skill . T
O Specific skfl1 area requiring furthgr development / i *
* ! -‘ L * ’ ' » / * ‘é 2
~ g
‘ A I . ¥ .
R — . - o
2 . v - 2 //
. te L . . *
7 + \ - N ' : g -
- N & v .
’1 * ( Py ) . - we B , «
.t i Lt g - —¥ i i i ey ..
A . N . N .
P2 ’
. RS
” - N
& ' 42 4 4 ’
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>4
P . [, P D [ mypr o ve e mewwen s .y
2. - ATTHIUDES (Check numerical rating 1 through 4, with 4 being highest) !
. ' T T 713 ) i
- 4;
a. MAccepts responsibilities of the job . N -1 ’
b. Demonstrates cooperation and good will ;) ‘ ]
C.  Relates well to others . i
g d. Demonstrates understanding of the purpose of BOCES . 1
. F. Shows motivation for and interest in the work !
i . Views fble in proper perspective- 2
g. Shows willingness to learn and grow on the job ~ ~ i
. ) 1
N 3. PERFORMANCE - . . f
—_— . L~ . . i
) o . 1 2-] 3 ]
a. Maintains good quality of output i i
b. Works well with others -
¢. Is able to work with limited supervision . Y |
d. Demonstrates sound decision making e R
" e, nstrates fnitiative . D .
f. Complies with BOCES policies and rules i
9. Follows directions of supervisor . LN ?
h. Shows good working habits ,
4. AREAS FOR IMPROVEMENT * : !
1 H
!
. ( 3
! . i
9 H
!
5. AREAS FOR COMMENDATION . § . {
|
0 ;
= - e 3
6. OTHER COMMENTS AND CONCLUSIONS  , “Ege e ST, LT e, 4
. o . g M L e T
* - ?*.i.:‘ - 3{:";}“ « W) ]
‘ ' . e ST .t
i PR - .
¥ ’ - ~ LN ~ ‘
Bata contained here{n has been reviewed by: AR O .
. ) < <, . ~~:\:' /f'
Supervisor™s Signature tmplioyee’s Signature P k
. Date o . .
. e q‘
' P N . ‘:' "‘4' p
' » e .'h.‘ # w
~ ° .
. »:g;, K-
Y - : - ’ s
'(Revised 3/78 mm) - . L Saee LT ! g e - 1
’ = * :T&S‘: PR DU S - S Iy [ Wh. e I M“ﬁ;&i PR RN =2 -':é!.'_'-t. R J{*ﬁﬁ.&.‘%&;“: 4.-33.»" ..“44‘2:.&_1
. r *
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, SAMPLE 5 .

e v vy A e e e

NONINSTRUCTIONAL EMPLOYEE EVALUATION INSTRUMENT

- =

COAST COMMUNITY COLLEGE DISTRICT

.

o

* CLASSIFICATION ”

INSTRUCTIONS FOR EVALUATION

New employees shall be evaluated at the end of:the 3rd and Sth month using entire form.
Regular employees shall be evaluated annually by use of main body of form or just the narrative
Evaluations shall be prepared by the immediate supervisor, .

Distribution of coples: (1) District Classified Personnel Office, (2) Employee, (3) Supervisor
(4) Golden West College personne) copy to Campus Business Manager's Office.

A conference should be held with the employee regarding the evaluation, - N

A

Needs
Qut- Above Below- Improve-
standing Average Average Average ment

QUALITY OF WORK
1, Productivity
2. fccuracy
3. MNeatness

COOPERAT [ ON- - TEAMWORK
1. AMdaptability/Flexibility

ASSUMES RESPONSIBILITY AND SHOWS INITIATIVE

PERSONAL “TRAITS
1. ODress--appropriate for job?
2. Personal habits

a, Punctuality

b. Attendance

c. Reliability

d. Attitude

E. ORGANIZATION OF WORK ASSIGNHE'NTS

F. INCREASING KNUWLEDGE AND SKILL OF JOB

3

6. SOUNDNESS OF JUDGMENT

H. CONFORMITY TO INSTRUCTIONS

I. OBSERVANCE OF SAFETY RULES AND MEASURES *

HARRATIVE: {use back 1f necessary)

. <
<.

.

"

Period Covered: 3 months Probationary, 5 months Probationary, Ainual

kN

pisd

Signature of Employee N } Signature of Evaluator
bl a . nie ) [ R PRV oy P . saasis ey




Evaluation of instructional staff. To determine the job functions of
dnstructional staff, one has to answer the question, "What constitutes good
teaching?" That is a question researchers have been struggling with for
decades; no absolutely definitive answer has been forthcom¥ng. We can say
.w1§h assurance that good teaching involves both a process and a product. It's
in trying to go beyond that statement that the waters get muddy. Some experts
*contend that it is only by measuring the product (the graduates of the pro-
gram) that we can determine the quality of instruction. Others define teach-
ing primarily in terms of the pedagogical skills required (process).

" Given the inconclusiveness of the research, perhaps it is best to take a
path through the middle ground. The measurement of effective teaching, then,
must consider a number® of areas: -

* Organizational compliance
o Pedagogical (or process) skills

.*-Cocurricular or extracurricular functions
e Qualjty of product produced

We have already discussed organ1zat1ona] compliance, which includes such
qualities as attendance, dependability, initiative, Toyalty, interpersonal
re®tienships, and other related elements.< ,

.

. Although no two lists of pedagogical skills may be identical, they w111
be similar. In general, a 1ist of pedagogical skills will 1nc]ude areas such®
as the foT]ow1ng

Program planning, development, and eva]uation
Instructional planning

4
han

Instructional execution
e Instructional evaluation
Instructional management

Each of these\broad categories can then be further defined. For example,
insgructional p]anning,inc]udes the following skills: .

Determining the needs and interests of students
Developing student performance objectives
De&e]oping a unit of instruction

Developing a lesson b]an

Selecting student instructional materials

Preparing teacher-made instructional materials
/

It is up to you (or you and your evaluation committee) to-determine the
pedagogical criteria.that will-be included in the general instrument to be

45




/ C .
used. In doing so, you need to consider that (1) the instrument will most
commonly be used during the observation of a teacher conducting a single
class, and (2) in order to be usable, the instrument cannot be too long or
too detailed. Thus, your instrument should be geared to what is likely to
happen during a class--should include those key skills that must be present

. . if that teachéF is to be considered competent. .

During the process of observation/eva]Uation/conference, the skills to be
evaluated can become more targeted to individual needs. For example, assume
teacher X is evaluated using an instrument containing the key basic skills

. . required and is found to pe deficient in one area: individualizing instruc-
. tion. The individudlization of 1nstruct10n then would become the focus for
: improveqent, and the next evaluation would also focus on that skill, in more
detail (see sample6). —When that teacher reached competency in all the basic
' skills, higher-level or supplementany skills could become his/her job targets,
and .subsequent eva]uations would fotus on these new job targets.

Identifying those skills that are the "key" elements of instruction

should be a careful process. You can start to build a 1ist of possible ele-
. mgnts by referring to the literature and reviewing existing instruments. How-
- ever, the final 1ist should be” specific to the philosophy and goals of your
‘s ®institution/district, and shpu]d definite]y give consideration to the most
S current educational trends./ Given the present concern for accommodating spe-
&, cial needs stydénts in the /regular -classroom, for examp]e teachers should be
evaluated on their abiii/y/to perform competently in this area. D
.. The third category/of items--cocurricular or extracurricu]ar functions--
attempts to measure what might be-called the by-products of instrudtion.
T These by-products are anpther facet of tructiong]l effectiveness, and
. include professiona]‘activities\out51denﬁﬁ?ma+~cjg§§?oom/laboratory instraez
tion, such as involyement with &he following: B .
. L

e e Curricul deve]opment
) ) Advisorz/tommittees/couhci]s

. ¢ - \“\\qk<\y9catie al stqaenﬁ;onganizations
o - Other student activities

) PTA/PTO or- other parentnteac\Er organizations ' . \ .
e Facu]ty activities ‘ ”
-, q‘Professiona] organizations '

. ﬁudbeting and reporting

™ -
-t o Home visits '
~ f . v
’ .. . Research” and p
* A ’ .
> .. o,ggnferences
s ) -~ » | "\./ ¢
. - S - ~
. "46‘.1 .
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' + SAMPLE 6
R R o~ - mmes g e oa fom o s e Eatan ot o e i ,\—Wal; - B
TEACHER PERFORMANCE ASSESSMENT FORM . -
. Individualize Instruction (C-18) A
Nerme
Directions: Indicate the leve! of the teacher’s accomplashment by placing
an X inthe appropriate box under the LEVEL OF PERFORMANCE heading. O
If. because of special circumstances, a performance component was not |
applicable, or rmpossrble to execute, place an-X in the N/A box. e er— B
_ LEVEL OF PERFORMANCE
« I B &
< T Q¥ KL o
In the orientation lesson for the Individualized unit of in- : -
struction: . L
. 1. indwidualized instruction was defined and described in
’ derms the students’ could understand ......c.c0nninnn, D D D D D D
2. students were shown or told where resource matenals co
and facilities could be found .......covvveereennenns D D D D D E]
3. key concepts to be fearned in the unit were presented D D D D D D .
’ 4. 'the teacher's role asagurde in individualized instruction ‘; (E e
was explained ....... et rereetcetierpitetttenen D D D D D U :
5. studentresponsrtulme;and assignments were reviewed D D D D D .
. 6. examples'of possible leamning activities were presented :
to the studentsa.....pp.ee..... ereveresecnaes ceeeses D D D D D D"\v} s
7. datesweresb‘e.ciﬁed farworkinthe enlttobecompleted D D D D D D ST
< PEETS N w o e
8 explanatlon was given as to how students would be s T
" @VAIUBEd 1 vsevr et e O 000 Qg )
8. routine clagsroom procedures were reviewed ceteenens D D D D D D oo .
[, u.w - :p_, .
10. opportunity was provided for student discussion and o
questions, and all questions were answered .......... . D D D D D D -
- Inthe Individuatized unit of instruction: ”J/ ; - ‘-"“f'* 5 o
> 11. the teacher’s consideration for s_mdents needs, inter- e
ests, and abitities was evident . ....... / D D D D D D .
- 12 the performance objectives were presented s!mply and KA
clearly cuocuiiuiennnecneecnons teresssnneddeeiineenns D D D D D D
" 13, thelearning materlals and activities were of direct help to
students in achieving the objectives ............. & D D D D D .
14. & variety of materiais and activities were provided atuch MR
- ofmmlhvehofdmtculty ..... ceaeeaene Teeerseees D D D D D D J :
“ o v ’ . 5, -~~. -3 . r.‘ ) :
. . . ' G
SOURCE: ‘Module C-18, Jndividualize Instructiom, part of the Professional

Teacher Education ModuTe S
A Vocational Education (Ath
Instructional Materials,

ol e Pawn

$

-

igs_produced by the National Center for Research
» GA:
9 77 ) .o '. \ ) (: ", s s ;:‘{;’:t,?._r‘«

e ( T .
e A ANttt B, -~ it e ek o Ro s . -
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#7516, resource materials were organlzed for easy access by
) students ..... cerearesensas A D

17 the phys:cal equnpment needed was made avallable to D
- students .....iiieeeaene. oORRLLLIEILLEIELAEEEIL

1& the physlcal tecnlitaes were reorganized as necessary to

e facilitate individual work ona vanety of activities .....
. E 19. the learning activities permitted a maximum ofindepen- D
» At e dent study and were primarily self-instructional ......

3 % 20, the methods and techniques of instruction used by the D
teacher were appropriate to indmduahzed instruction .

ln Indlvlduanzlng instruction, the teachery
21. provided students with individua! help®when it was D
needed ......co.uuennn reereneeeen Jetereeeannannnnns

encouraged students to make their own fearning dec:- D
sions, and avonded lmposmg decxsions on them .....
. gave students con31derable treedom to determlne when”
andhowtheywouldwork teedes cesrenans [3

little time on targe—group worl' such as Iectures craee

PR

. worked with students on an :f/mdual basis and spent D

X helped students locate and tearnnng tesources .

. provided students wlth enco tagement and wnh posltlve B
renn?oroemqpt of desxrable learnung behavaor veerenens

. helped students §a1n an Ipslght into tt)eu' abilities, Inter-" D
ests and goals by coun/selmg w:th them ...... P 23
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teacher 1neffect1veness.

L%

The extent to which an instructional staff member is involved in these type of
responsibilities is a reflection on. a number of personal characteristics that
are generally accepted as appropriate attributes to possess when pursuing“_
instructional goals. These characte;fstics are observable and, therefore,
reportable. _ ' M

The final category of items to be considered concerns the measurement/
of the quality of the product produced by the instruction. In‘other words,
the effectiveness of the teacher is measured by focusing on the students who
have completed that teacher's program of instruction. In order to determine
teacher effectiveness in this area, you can review-data obtained through

. devices such as the following:

¢ Student placement surveys
¢ Employer satisfaction surveys

¢ Student conpetency measures (e ge» state board exams, performance
tests, competency checklists) \

o Student enrollment and dropout data I . }

If the role of "vocational educati%h’is to educate men and women for produc-
tive roles within the world of work, it seems evident that the quality of
instruction occurring within the vocational agency should be, at least in
part, measured by how well this goal is, being achieved. Thus, placement
rates, retent1os’rates, employer sat1sfact1on, and other foldow-up data °
provide one means. of determining instructional effectiveness.. Caution must
definitely be exercised in making judgments based only on these measures,
however. Recent thought has underscored.the imporfant role that vocational
education can play in nonemployment-directed activity (e.g., preparation for
leisure time; development of leadership skills, self-esteem, self-concept) as
well. Furthermore, low placement rates can be due to many factors other than

A

Similar]y, although low enrollment figures or-high dropout rates may
indicate an instructional problem, it is equally possible that these outcomes
are due to an administrative reluctance to eliminate an outmpded program
"since the-equfpment and instructional, staff are alre/oy in- place\ }

In short, considering data in this drea can be.useful if it is considered,
in conjunction with othér data from the other. three categorTes of items. Mea-

. suring student achievement and success is a less than perfect sgience: In

industry, the product is generally tangible and lends itself to easy measure-
ment of quality. It is round or square, red or blue, soft or hard, weigh$ so
much, and measures so much. The product of vocat1onal educatiﬁn.-the gradu-
ate--is not- so easily measured. Each student has his/her’ owniheeds, inter-
ests, abilities, and career goals. Each industry hiring a student has its -
own standards a\d practices. Each teacher has his/her own instructional
style. Dealing*with all these variables makes it difficult to establish the
exact cause and effect ‘of success. But, this information is_only ?he,piece of

.
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the puzzle, qhd looking at this data in relatlon to other data gathered con-
cerning an instructional staff member ean be’very prodyctive.

Samples 7, 8, and .9 are examples’of devices for teacher evaluation.
Sample 7 presents a total teacher evaluation system. The device begins with
an overview of the system--how it was developed and what it contains. The
four components of the system are then presented, each’ with directions, exam-
ples, and forms to use. Component 1 involves two steps. First, the employee °
being evaluated sets his/her own job targets. ‘Then, Yater, he/she meets with
the evaluator to discuss and, if necessary, rgfﬁne those targets. Component 2°
is the Standard Observational Instrument to pe used in assessing staff perfor-
mance, with space for documenting pre® and postco ference comments. Cogponent
3 is a device for evaluating "supervisory fequir ments," which is what have
been referring to as organizational comgk%ance Component 4 provides a mecha-
nism for documenting the summary evaluatfon cghference. THis system, you will

note, provides for the measurement of gach performance based on both preset
standards designated by the instYtutiony and’ job targets set by the evaluatee
working with the evaluator.

Sample 8 is an observation deyice tised at one postsecondary institution.
Ratings are required concerning nine jnstructional criteria, including one on
organizational compliance (#8). /Notg the instructions on the second page of
the form. ~These call for (1) the /evaluator to provige written comments--
Jjustification--for any item rated as needing improvement, and (2) a postobser-
vation‘conference. Note also/the¢ statement\ "The main purpose for evaluation

is the improvement of instr tigh." Finall
cr1terion means, thereby al owing all partie
tently.

to interpret the items consis-

Sample 9 is an instrument that can be used to secure feedback from
students on teacher efféctiveness. The fnstruments are to be completed
anonymously (no space provided for name) and are ma#ﬁine~scored (by optical °
scanner) for easy an ysis, The 26 items included have been selected by this,
institution as those criteria constifut "good teaching." Other forms could
just as easily contgin other items Tepresenting other perceptions of-good
teaching.

Evaluation Tecnéiques/

one category of evaluation data; rather, a variety of data
sbould be considered, For example, it may be desirable to use (1) an observa-

tion instrument completed by a supervisor, (2) studeny feedback surveys such
shown/in sample 9, (3) employer on surveys, (4) follow-up
study data, and (5) other instru s as shown in the given samples. It can

apping additional sourcesfor evaluation data: the teacher him/ (fw\l/ ,

AN

the directions explain what each -
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TEACHER EVALUATION SYSTEM ovenvnsw \
m -~

ARY

The Onondag&Madlson BOCES Teacher Evalustion smam represant: a multi-
yoar coopomivo effort undertaken by a BOCES TeadnrlAdministmtive Evaluation

Committes, It is a good example of accomplishment by ‘a total educational organizs- .

tion, Several major milestons activities took place, This overview serves to identify
“those mllmones and to tescribe the major aecomplishments of the Teacher/Adminis-
trative Evaluation Committee,

«

TEAWERIADMINISI‘RATOR EVALUATION dOMMITTEE° This committee
was appointed durlng the '1974-75 school year and consists of equal representation. The
_ Teather Asoclltion sppointed four of their members to the committee and the District
Superintendent four membars to represent the BOCES Board. Meetings were held at least
once s month during the Evaluation System'’s developmental stage. Later, when verious
evaluation instruments were going through content validation, nleetings were often held

weekly, The committee is presently active and wili contin A © meet as changes take

place to enhance the Evaluation System,

/o

" TEACHER SURVEY: One of the first activities in which the committee became

engaged was the development and administration of a-teacher QOpinion Survey. The
purpose of the survey was to ascertain from teacher input what a teacher evaluation
sholid contein, Survey items wers developed to gather data on the WHAT, HOW, WHO
and WHEN of an evaluation system. The results of the survey were analyzed by com-
puter and studied by thoCornmitteo. Based on the analysis of the tescher survey and
using teacher consensus as a gulde the: Committee began to identify components ofs
comprehensive ovalulﬂon systom,

DEVELOPMENT OF THE TEACHER EVALUATION svmm The Committee
recommended that the Evalustion System should includd the following four components;

3

-

.
.
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* * ‘ Y

- TETH “"’,"’*”_’({W S v MR
1. STANDARD OBSER\(ATIO

- strument was developed with

s e mevq
INSTRUMENT {SO1) - An observation in- i 5. .
Qﬁlflc evaluation criteria defined. The SO!
was designed to contain both_Measurement information and stateménts
- ~of judgment relating to measurem&at of specific teacher performance being ‘
observed. The form provides space for both teacher and evaluator com- Y 3
ments."\«.e"ru i
JOB TARGETS - A job target form was developed which provides an oppor- |, *
tunity for the person being evaluated and the evaluator to mutually estab-
lish statements f antjcipated tedther performance at the beginning of the
schoof year, The form provideg space for evaluator judgment and teacher
con'ment. ’ TS
. ~ )
3. ADMlNlSTRATQR/SUPERVle REQUIREMENTS - Specific forms
- were developed for Occupational Education and Special Education relat-
Ing to necessary administrative and supervisory activity in operating re-
spective programs on @ day to day basis. The Occupational Education
building principals, DeVillo Stoan building principal and BOCES Special
R - Education, supervisory staff rate’ teaching staff on specified activity. The : H
form prov:des space for teachér and evaluajor comment. -

.

2

4. EMPLOYEE PERSONNEL FH‘E The personnel file of each teacher being N
. evaluated is an integral part of the evaluation. Every teacher has access to
their personnel file and must receve a copy of all corregpondence entered : !

into the file as thé contents of the file will be used in evaluation. Although
+ duplicate files may be kept, the official personnel file must be kept in the . :
BOCES Personnef Office and used in the evaluation. N ) i
A Summary Evaluation Form which represents the official year-end evalu- Lo
ation for each teacher has also been developed . - . 3

DISSEMINATION OF TEACHER EVALUATION SYSTEM: Meetmgs were held
with BOCES teaehmg staff and component schoo! district staff. Separate meeting®dwere
held at the two Occupational Education Centers, with various Special Education teacher
. groups and local district building pripcipals housing EMR classes, The purpose of these
meetings was to salicit input from the many bopulations who would be affected by the . '
evaluation system and t6 present the components of the evaluation sy;stem which had \ b
been developed. - T . ~ . . .- . ,!:

AN
+

CONTENT VALIDATION: The Teacher Evaluation System was implemented as
L sl T

)

+ obnoatinive s

POt [N NSNS SPLINES £ TV .L 5 |

~ .




Aruitoxt provided by Eic:

)
a pilot in the 1976-77 school year. As evaluations took place each of the four compo-
nents was evaluated in separate meetings that were held with members of the Evaluation

JCommittee and volunteer teacher partici}Jants. The purpose of these meetings was to

establish content validity by examining the various evaluation instruments after they had
been used in a hive situation: Changes were made based upon input from these evaluation

$essions.

~

. CONCLUSION: The utilization of the evaluation system is viewed as a dynamic
process and will underge continued assessment and change. This process will serve to

continuousty reaffirth the stated purposes of the Onondaga-Madison Teacher Evaluation -

System which are to use the results of the evaluation system to:

1) improve instructional programs through curriculum development
s 2) impréve tedching skills through staff development programs

3) make rational decisions regarding teacher continuation of employment.’

A copy of the evaluation document is enclosed for your examination,
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ONONDAGA-MADISON BOCES
STAFF EVALUATION
SUGGESTED GUIDELINES F(?R SETTING JOB TARGETS

’

The two most important persons'involved in the process of setting job targets are the evaluatee and
the evaluator(s). Ordinarily this is a duet: the individual and his administrative supervisor. The
key persons at the start are-the individuak and the person charged with administrative respons
sibility for his or her supervision, ‘

This type of performance evaluation assumes that no one can be expected 30 improve hisfher work
simyltanedusly in every category and in all respects. When improvement is desired there must be a
| focus of attention upon particular areas, *

he purpose of the job target sstting procedthxwhich takes place at the beginning of the per-
formance evaluation cycle, is to bring about agreement betweén the teacher or evaluatee, and
evaluator about those specific job targets which should be selected for special atténtion during the
ensuing evaluation period. The number or targets shali be determined by both parties.
The teacher and evaluator bring to the conference ideas for setting & proposed list of targets for
the evaluation pa'igd. it is the responsibility of the evaluator and evaluatee to determine whether
-the plan 1s realistic and in harmony with tHe goals and priorities of the school district.
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EXAMPLES OF JOB TARGETS
OCCUPATIONAL EDUCATION

Develop a umit of study on the metric
system, A)
equivalents by December 25. B} Develop
learning modules for metric systems by.
January 21, Cl*l.)evelop‘(a short multipie
choice test for,evaluation by January 21.°

Increase enroliment by: Ay Implementing
a modular print reading study unit for
building trades students, B) Implemenfti

a modular print reading study unjt for
machine shop students, C} Expandifig the
drafuing course offerings to include me-
chanical electronics and landscape agchi-
tecture, e p

Develop techniques for coordinating cus-
tomer relations, and employee-employer
relons ‘as they ark experienced in a real
work setting, A) By October 25 - discuss
various pleagant and unpleasant situations
which may arise in a beguty silon, eg.,
handling complaints, intdracting with fel-
dow workers, etc. 8) By October 26 - De-
velop role-playing models utilizing stue
dents, C} By October 27 - Develop
role-playing models utilizing naff

2

Research information on ~

TN

.

EXAMPLES OF JOB TARGETS
SPECIAL EDUCATION

The special education teacher will make
semi-monthly visits to BOCES Curricu-
lum Resource Center to review materials
for the special education class that may
be Oseful with the framework of the

.oyrriculum in the class. The method of

evaluation will be to keep a log of num-
bers of visitS, materials reviewed and
those selected, .
In the area of mathematics, teacher-made
supplemental materials will be produced
and there will be a pre-test developed.
All students will be expected to prqgress
at least one level of difficulty within the,
teacher-made program and this will be
evidenced by post-test results, R
Z'tTeas! two homé visits per year will be
made to the parents of each of the stu-
dents in the class. The home visits will be
documented by a write-up which will be
on file in the student folder,

~
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N . e g s . .
' Component 1.
‘ ONONDAGA-MADISON'BOCES
. . STAFF EVALUATION
. JOB TARGETS
TARGET v ; ACCOMPLISHMENTS
v [ ijoBTARGET . g .
L] -
» s //
© 3
JOBTARGET
P
-2 -«
! \ ﬁa TARGET
’ “ . - s
¥ 4
. , . .
JOB TARGET
JOB TARGET
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ONONDAGA-MADISON BOCES
STAFF EVALUATION
STANDARD OBSERVATIONAL INSTRUMENT

-

receved, acceptance by the teaching staff to be used in assessing staff performance/The form
also contains an evaluation scale ranging from 10 to 1 with 10 being the highest possible rat.
Ing and 1 being the lowest passible rating that may be assigned to each observed criteriag, A
rating of 3 or less is considared unacceptable, In addition, the evaluator will make a comment
on each criteria being assessed and will provide a recommendation’ whenevereappropriate,
The SOI will be used by the designated evaluator during a scheduled.observation in a class-
room. The results of the obsérvation will then be used in a post observation session between
the evaluator and the evaluatee, : :

The Standard Observational Instrument {SO1) is a form which contains a list of cr?(ia having

‘v .
1. STUDENT BEHAVIOR: Fhe students’ behavior during the observation
(10) ’ ) ’
4. V. ... NA

— i

-

Observation Comments:

-7
: 3 3

Recommendations;

K

., . 3

«

t

-
at occur within the class-

CLASSROOM PRESENTATION: Teaching activities
. - room and reflect the knowledge and use of good
. : teaching processes during _the . observation N

(10) (3)] .
e o oo o NA_,

"Observation Comments:
4

Recommendations:

-
LN ¢
.
e a Bt ittt e st s '




— - S

3 STUDENT ACHIEVEMENT: A variety of educational attainment by stuents
(1o m - and the degree to which learning Has taken place
. . . NA _during the observation

,

. ™~
Obsarvation Comments:

’ B /
.
<

' 3 ’ .
Recommendations: /

' ~

L ENT/TEACHER RELATIONSHIP: The quality of the jnteraction that

) (s:;;UD i m occurg between the student and the
...... .L, . NA teacher during the observation

Obsarvation Comments:

———

~
By

Recommendations: . B : //

i /

5.  KNOWLEDGE OF SUBJECT MATTER:  Téacher knowledge and understanding
! . of subjects being taught during the

. »  Observation - ’

Lo 10 .o N

o ] Recommendations: L

e}

) . . M i s . v
. .
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Component 2
PRE CONFERENCE COMMENTS: ’
TEACHER . ’ EVALUATOR:
Z
" )
K ! R
\ -
A\
\ N ) )r
[POST CONFERENCE COMMENTS J
TEACHER EVALUATOR - °
AN
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. . Component 3-A ‘ !
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‘ - -
. .- ONONDAGA-MADISON BOCES )
STAFF EVALUATION
SPECIAL EDUCATION AND FIELD BASE SELF CONTAINED N “
SUPERVISORY REQUIREMENTS
s . ) . ‘ i
Z . ! N SAT UNSAT N/A !
N 1. REPORTING : Accuracy and Promptness { | ] ] '
i
o a.  Monthly Update Reports !
. b.  Pupil Progress Reports i
. ‘ s )
COMMENTS: - =
~TEACHER _’ /Z i _EVALUATOR E
« N
. [k . ‘
- :
2 ’ - .
'y 'i. T/ - vy
2 . g S I .
% " H > .,
Teacher calls Building Principal regarding ’ ~ N ; !
absence at appropriate fime as designated ’ ;
; I S :
* , .Ed +
— °“| .
e ' o f
. - i
COMMENTS:’ T v - fL ;
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, 1
' SAT UNSAT N/A 3
3. COMPLIES WITH PROCEDURES AS DEFINED BY | | | l k
BCGARD POLICY, AS DESCRIBED IN THE CURRENT . . oo
TEACHERS HANDBOOK, OR ASPART OF THE STANDARD .
OPERATING PROCEDURE AS AMENDED IN THE :
TEACHERS HANDBOOK t T . .
/ . N )
a’  Budget Preparation “
l b. Requisitioning ~ '
¢’ ttendance Procedures 1 .
. d. pintenance of Plan and Grade Book . .
4 e. / Other periodic reports necessary for
. ) mee@ required deadlines
. . Z - . ‘ .
COMy NTS: . N ’ t, : ,
] / TEACHER EVALUATOR ’ ‘
{ - ] . Ny
. )
¥ , \\
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/ , i
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. ONONDAGA-MADISON BDCES ', - S
STAFF EVALUATION . ’
COMPREHENSIVE SUPPORT SERVICES AND SPECIAL PROGRAMS ﬁ
; * SUPERVISORY REQUIRFMENTS
: . SAT UNSAT N/A .
1./ REPORTING - Accuracy and Promptness l l I l
a..  Monthly reports on enroliment of d{ildren '&3&
: in Special classes for the deaf :DE
b. Maintenance of progress reports on children
erved, - 1
. C Monthly log of children served in Support *
. Services, itinerant, and hospita! based K
d.  Preparation and submission of timely reports: ° . . ' T,
on children served (psychologists) ‘ " DID
_ COMMENTS: . )
TEACHER ' .o EVALUATOR j
X L3
= T :
2. . ABSENCES LI} ] )
a. Reporting of anticipated absence to building ) !
principals where service is expected, ’ .
according to District Policy and with e 1
sufficient notice when a substitute is :
required, and to BOCES Specnal Education
Office CT 11 |
b.”  Timely submission of proper ferms for . —_— .
~ _ anticipated absence such as personal . T - .
business ; R O B ;
COMMENTS: . - i
. 5 . ] K
TEACHER- EVALUATOR T .- §
. r !
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CompBnent 3.B

B »
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SAT UNSAT N/A

COMPLIES WITH PROCEDURES AS DEFINED BY
BOARO POLICY, AS DESCRIBEO IN THE CURRENT
TEACHERS HANDBOOK, OR AS PART OF THE STANDARD
OPERATING PROCEDURE AS AMENOED IN THE
TEACHERS HANDBOOK

Budget Preparation

Requisitioning

Attendance Procedures”
Maintenance of Plan,and Grade Book

Other periodic reports necessagy for
meeting required deadlines

COMMENTS.

TEACHER

L1 1]

Evaluatee*
-

Evaluator, /¥\

Evaluator: __°
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Component 3-C B

L]

i ONONDAGA-MADISON BOCES ~ . . .
STAFF EVALUATION i

[

[}

: OCCUPATIONAL EDUCATION AND DEVILLQ SLOAN . '
. ' SUPERVISORY REQUIREMENTS Y

) . 1

SAT UNSAT N/A

¥ 1. SAFETY

a, KMamtains a Safe and Orderly Teaching

. Environment

b. Develops and Maintains Safe Work Habits i

COMMENTS
_TEACHER _

EVALUATOR : - ,

- ...‘..«—J"A d

2, COMPLIESWITH PROCEDURES AS DEFINED BY I l I l
BOARD POLICY, AS DESCRIBED IN THE CURRENT !
TEACHERS HANDBOOK, OR ASPART OF THE STANDARD . ’
OPERATING PROCEDURE AS AMENDED'IN THE - .

TEACHERS HANDBOOK

Budget Preparation
Requisitioning
Attendance Procedures

® o0 oo

Meets Required Deadlines
»

COMMENTS:
TEACHER -

Maintenance of Plan and Grade Book

-
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'ONONDAGA-MADISON BOCES
STAFF EVALUATION

Component 4

. R

Lo

. ' SUMMARY EVALUATION CONFERENCE
The following documents: . ’
1. Job Target Component - T
2. Standard Observational Instrument
3. Supervisory Require‘g\ent Cgmponent
along wig‘n_a\miév of evaluatee's personnel filé represent the Sum.
* mary Evaiuation for the academic year ,
b B . -~ -
1]
SUMMARY COMMENTS" S, “
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TEACHER EVALUATOR ~-
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] . SAMPLES -
e 2y woe N R b 1 e ity s T
HOURLY INSTRUCTOR EVALUATION REPORT - ;
. b N LN
DISTRIBUTION: COAST COMMUNITY COLLEGE DISTRICT . . ‘% ‘ :
White to Ares Director - A )
Canary to Dean - P COASTLI ‘
Pink to Instrucior N COMMUN CQ.LEQE i
Instructor Evaluggaﬁ : 1
Course ﬁc;ee't ¥ Date of Visit ) ;
Description of Visit : ' .
e .
ez ' 7

S
. \ﬂ"m o o"“‘
INSTRUCTIONAL ASSESSMENT ‘ ALl

1. Knowledge of subject

-

explanations

2. Ability to present ideas: clagty of

et

COMMENTS
1

3. Use of instructiont techniques and
aids which stimulate class interest
and meet student needs

4. Encouragement of student participa-

tion and maintenance of effective
rapport with students -

5. Preparation for class and organiza-
tion of material consistent with
approved course outline

+.6. Use of time

7. Enthusiasm ofgs&ucwr

8. Administrative attitude and effective-
“ness—Cooperation in meeting classes,
attending meetings, ‘and handling

. #dmimistrative details

9',’"Ser;§iuvity to educationalgrowth and

neéds of students

D Satisfactory

-

Recommend action -
to improve instruction -

Recommend conference with =~ *

Dean/Area Director

Remarks by tnstructor:

-
r

*Remarks by visitor:

.

.

Signature of Instructor Date

/

«
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GENERAL NOTES: « k
A. Visitor's comments are required for any item where a "Needs Improvement" box is checked )
. B. Other relevant comments, in an effort to be constructive, are encouraged for all items.

- C. Comments and input from both the visitor and the instructor, should be included after the eva]uatlon,
conference has been held.

D. The main purpose for evaluation is the improvement of instruction. Constructive criticism accomphshed ina
positive manner by the evaluator and accepted, as such, by the matmctor is the basis for the evaluation
) program. P - .

CRITERIA FOR EVALUATION OF NUMBERED ITEMS ON FORM: . ’ 3

1. A subjective evalution. of the instructor's knowledge of the subject demonstrated by the class instruction
observed. .

“ia

2. A measure of the instructor's ability to communicate ideas, concepts, factual material, and other pertinent
information in a clear, concise, and appropriate manner. Ve »

3. Measures ability to develop and make use of instructional .‘.echmquea and aids which meet individual

e, . differences and needs in students, stimulate class interest, and a ent and are consistent with the material N

\ being presented. Examples of instructional techniques would i mdﬁngroup exercises, experimental exercises, !

games, simulations, open discussions, workshops, guest speakers, and field trips. Examples of instructional v

- aids would include audio or video taping, ﬁlma, computzr augmented mstmchon, overhead prOJectors,
chalkboards, and handouts.

4. Measures the degree to which the instructor actively secks and encourages student involvement and -
participation in class activities, including the ability to maintain rapport with the students. -

5. Measures preparation for class sessions, including organization of material to be presented, management of
learning experiences, preparation of instructional aids, and planning in accordnnee with approved course
outlines. , ' «

6. Measures management of clasa time, including punctuality in meeting cﬁmé ndminiitration of .
) ) examinations, coverage of course material, and handling of class administrative demt . .

7. Measures attitude toward students, class activities, or the gourse material presented. Attitudes canrange from
being very positive and enthusiastic to being indifferent“or negative. . P 7

8. Measures administrative attifade and effectiveness, including cooperating in meeting c]a!"ses and attendmg
meetings; reading all mstmcto s bulletins, announcements, and directives and tahng appropriate act:on.
reporting absences; and maintaining accnrata student enrollment records. - h e ]

9. Measures sensitivity tos ¥ needn. including sthe ability to use instructor’ sknowledgeioie eﬁt students' i
< / ‘educational gyowth and\ﬁ“\ggeﬁatudents' achievment of course goals. e ; s .
g

a

DISTRIBUTION: T (3 , CELET e
White copy to Area Director . . e el ,
Canary copy to Dean i Lt o - .
Pink copy to Instructor . - . -~ IO TS
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( SAMPLE 9 C

STUDENT EVALUATION OF INSTRUCTION

- \ . X . . Y >

Modlc evsiuation o‘;ﬂ Instructors and courses for the purpose of improving instruction is the pollcy of the Coast i
Community Coltege District and cccstﬂno Community College. Student evaluation is, an importapt part of the
evaiuation process, . . \

° <
' The college and taculty appreciate your assistance in improving instruction and your cooperation in completing this
‘evaluation form. . . !
DIRECTIONS '
‘ Please svaluate your instructor and class in eagh of the fol wing areas. If you wish fo make any comments suggested
by the questions or statements bclgw. or abodt any other 8%pect of the ¢lass, plea‘so write them on the paper providad. .
Plsase ra'ad each statemant carefully and select the response which in"your judgment best describas the instructor T
! and/or class. Blackan-ona response on your 18M tard lor aach statement. . ’ .
/ . ) 3 . .
PART ONE ' ! . . , ,
- ) v
( . R -
-~ 4 . ‘ - :
1. Obiocﬂves'fortﬁocoumwmcludymod..................._... AlB{Cc|D]|E -0
. 2. The instructor's class presentations are consistent . ¢ :
’ with the stated course otlffluges ................... Seriiiareaa, AlsajciolE] - i
‘ 3. Class matenal is presented in a ciear dnd . » ' ) !
* systamatic manner.............. Fepeatstenieriinteestanneanean oo § A 8 (o D E
4. Teaching methods are weil adapted to the subject ) v *
, ¥eaand course content ... &....... . ‘..l alBlc|ojeE :
- L4
$. The instructor adapts his/her teaching methods to . \ i
Yoo mest student needs ........ e R HIPPTAN AlB81cCc|D}| E :
y . &. The instructor is well prepared fof sach class ................ ...l Al8slcl.nple ’
7. The instructor utilizes the total scheduled class - . ] . i
time in an etactive manner........ [T X freneens AlB8|lc]|olEe| ‘ AN
' H )
& Theinstructor maintans a high level of student : . . . :
Interest in class .........¢......... Sevecetaetircarirnteitntsanaoas A 8 C D E |- >t ; .
9. The instructor appears well informed in the subject ’ e ) . 5
. PO area n which he/she S teaChing. ..o..evvvvennnnirnnninnnnennunn.. A 8 (o] [s] E . !
10. The method(s) for evaluating student progress and . - !
porformanc.uodu'nyswed rresrereeitiiiiiniiiie, | A 8 o] [s] E ’_;
11. Thae évaluation methods and grading practices are N . i
, . feasonable andfar .............. eteriteeerietranteeeeniarerrnas Al Bl CI D{E i
12 Examinations refiect the important aspects of the course ° B . 3
and ars consistent with class presentations and assignments..... . A 8 c| D E *i
13. The instructorggtavairable and willing to provide . . \ ? .
- assistance to L2 U ] A 8 ci‘D \}E ﬁ
- | f \
B D 3T e g etk a memth e ....-..ix.daﬁo‘..'. Ranr s ;*.A.t..»,:‘.x_“..'n....«.. PP . o ,nj A
o : ) * '
A 71
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"G DT 2 TR T emaeyman oy -Gt smros e -a;v-v.:‘
33
- PART ONE §8/s. /54
3/78)F5
Ss/83/4:s
SF/e3/Q¢e
' : .

14. The instructor otfers helpful psrsonal (written or

verbal) suggestions for improvement in leaming.......0...eeeee.ee (o3 o] E
15. The instructor sncourages studsnts to think for themselves ...... Y B (o3 o] E !
16. . The instructor appears genuinely concerned with

student progress....... crenens P U A B G| O E
17. The instructor encourages student participation,

contribution, and questions ......c...ceieeenen.. teeceseresenans A BrcC o] E
18. The instructyr is recsptive to the expression of . -

other viewponts ...... fee s ueressnsnnacannssccecesassscccanns s | A BEICIL/O]E
19. The textbook(s) readings and/or supplementary class

materials are appropriate. informative, and helpful................¢ A‘'l B | C ] E
20. The iaboratortes or studios or fieid trip acsivities_ i .

s are wel| organized and mesningful............ Cbeeedrecssnastennas A B c o] E
?
4 ?
. ! * S,
S R -

PARTTWO  * ° ,° :

~  21. For my preparation and ability, the content level of this class is:
‘A, elementary -~ B. aboutright )
22. The pace at w;n'ch the instructor covers the course material is: ”
) . A. slow B. about right )
‘ 23. As a resylt of taking thls class, my l?t&fm in this subject ares has:
A. been m‘muguod . ‘B.\mnai_nggutmo same
24. Overall, | would rate the value of this ciass to me as:
A very vnluab_lo' ' . B. somewhat valuable -~
25. Overall, | would saqga'st the subject content ¢f this class:
) B4 be revised in some aresy

.

A. remain as 8"

A
Gt ” -

-+ G, little or no value

C. ditficult,

N

C. fast,

; A,
C. declined & 27/
gy Y

57,

*

.

LI A

C. be deleted from the £Grriculum

28. Overalf, 1 would rate my attendance at the class, my participation in this class, andmy gontribution td the isarning
. A .

e dha Rl o e bt Amiath ko b Ana aewhan

v cabe o

J. ‘process as: . o= .
.. - A. more than adequate B. adequate . C. less than adequaty’ >°
ce y e R
COMMENTS ¥ . ’ o ‘s “,
. 13 ~
’ ve Al . "
’ T . . P AN
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Peer evaluation. and teacher self-evaluation are two very valid and reli-
able methods for gathering a complete eva]uation picture that is objective
and accurate. The very nature o& this type of‘evaluation tends to diminish
the threat implied by a more formal, supervisory observation. Consider the
following examp]e .

4

»

Teacher X is continuously senpding students to the office for various
infractidns of discipligary policy. When distussing these infractions
with the-offending students, the administratdr learns that these students
feel thdt the teacher is moody, often condescending in his manner, and
unconcerned about their input into classroom activities. In d1scuss1ng
the same behavior problems with teacher X, the administrator finds that
the teacher is frustrated. He feels Ehat the students are constantly
challenging his authority and that they are not there to learn. "Kids,"
he says, " just don't behave the way we did back when we went to school."

How do you, as teacher X's supervisor, try to.reconcile these differences in
perception? Do you accept the students' version and deal firmly with teacher
X, or do you side with teacher X and continue to discipline students who can-
not accommodate his system?

The cdrrect response -is "“Neither.! What is needed here is more informa-
tion. You can get more information by making visits yourself to the teacher's
classroom. Howeyer, you n to keep inmind that your presence will undoubt-
edly affect the class disefpline; you may not be dble to-observe the problem
at_all. Two other methods, then, that you could use are (1) to ask a peer--
one who is trusted by the teacher--to observe-the class, and (2) to allow the
teacher to videotape‘the class so he can review and evaluate his own perfor-
mance.

The advantages of. using videotape cannot be stressed too much. If you
have access to videotape recording (VIR) equipment, you greatly increase your
ability to provide a high-quality evaluation system. Without it, the teacher
must rely on the perceptions and-opinions of others. MWith it, the teacher can
review his/her own performance with a somewhat objective eye. A teacher can’
watch a videotape and evaluate his/her performance using ‘an evaluation instru-
ment. Or, you and the teacher can view the videotape together: as a basis for
dlscuss1on during the postobservation conference,

However, a lack of VIR equipment does not mean you cannot have a high-
quality evaluation system. If you are careful to select a variety of tech-
niques, which will provide you with feedback from a variety of sources, you
will secure solid evaluation data, which will enahle you to make recommenda-
tions for improvement. Sample' 10 provides a good overview of the techniques
that .should be used in evaluating teacher performance, including the use of
a variety of sources. Sample 11 shows a 1is€ing of some evaluation systems
currently in use. :

-
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SAMPLE 10
: SOME THOUGHTS ON TEACHER EVALUATION
k4
. *
. . IMPROVING THE EVALUATION OF TEACHING PERFORMANCE
, . 5 )
N . Following are some thoughts on evaluation printed in a newsletter published by the Teaching and Learning
' Center of the University of Nebraska at Lincoln.
¢
» "The finstitution of evaluation of teaching constitutes one step in the improvement of 'teaching, A needed
‘}\ext step 15 the development of better evaluation procedures, Sufficient research has been completed on teaching
! evaluation practices in higher education to provide the data necessary for making informed choices of assessment
. T procedures and approaches,

'y

“Considerable debate has taken place concerning whether the purpose of evaluating teaching performance is to
» help faculty improve their teaching or to rate them for purposes of making administrative decisions about their

pay and rank, While thése two purposes are quite different, it must be recognized that a well-designed evaluation
program can and must serve both of them. .

“Most of the time the focus of the evaluation process should be on’ helping the teacher become more able
Evidence is only needed for administrative decfsions at those times when decisions concerning promotion and mewjt
Pay need to be made anyway, In general, the more that is known about the instructor's teaching, the better both
types of evaluation can be done, 4

. 1
“Whenever teaching evaluation is conducted, there appear to be certain principles that should be followed if
the results are to support teaching improvement and/or valid administrative decisions; |, ,

1. Multiple approaches should be used. When this is done, the Timitations of one method are balanced by the
strengths of another, and thus, the fairness of the evaluation is increased., The approaches currently
most frequently used fn higher education for evaluating teaching performance are (1) systematic student

\ ratings, (2) administrator evaluation, and (3) colleague opinions, Also receiving attention in research
- literature are self-evaluation and evidence of student learning. ..

2, The evaluation should be conducted in such 3 manner as to provide the instructor with information useful,
for his/ner improvement as a teacher., This means, among other things, Tie ev n instrument
must relate specifically to the work of the individual teacher, and evidence must be gath and made
availadle to the teacher at the time when he or she can make best use of it, Assistance must™Ne avail-

N able to the teacher in working to improve his/her performance. The teacher must have the oppordynity to
- taki corrective action when negative information about his/her teaching is revealed., The first#hrust of
the evaluation must always be to help the teacher be successful; only when ft becomes obvious t
. teacher cannot or will not teach effectively does the main purpose change,

+ "Student participation in the evaluation of a teacher should be designed so that it can be thoughtfully -
and candidly mage. 1f students are asked to write evaluations during the tast few minutes of the last
class or when they are tired after completing a final exam, their responses are less likely to be
thoughtful, and they may not>view the evaluation task as fmportant. Students must believe that some use

. beneficial to students will be made of the information they provide. On¢ way to demonstrate this to stu-
dents is to conduct the evaluation during, rather than at the end of, the semester. <

W

. ; . ‘l -
4. Some kind of evidence regarding student learning should be gathered.as part of the total evaluation of

teaching. Teachers often are skeptical about this type of evaluation because of the }imitations of ‘
existing ways to accomplish it, Nevertheless, since Student learning represents what teaching is all . '
‘ . about, 1t seems important to make at least some attempt in. this directi Among possibilities for PR

providing such evidence are (1) student performance on certification opOther standardized exams,

}2; data on student achievement of course objectives, (3) how student perfarms tn follow-up course,

4) measures of improvement in certain skills, and (8) student self-analysis of what he/she has learned.
; As long as evidence of this type is used as part of a multiple-measure approach to evaluation, having

. more evidence on student learning will make an important contribution to the assessment. - !

5. The total evaluation of a faculty member as a teacher should include consideration of what he or she ts - N
doing for his/her own development as a teacher, fncluding attending workshops, redeveloping teaching

- materials, trying new approaches, seeking help from others, etc. These considerations should fnclude howW .
the teacher is profiting from the evaluations he/she has received, ‘

- ”

6. Evaluation approaches in which the teacher interacts with someone else, e.qg., & colleague or an adminis- !
trator, have particular advantages. Having the faculty member and his/her administrator work together on !
an evaluation often produces a feeling of a team working for improvement . - }

. {
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. SAMPLE 11 v .
‘ » & %
" EVALUATION SYSTEMS
/ . -
R ) st 2 ~0 .
[y ¥ -
Instructional Improvement Through Evaluation - ‘ .
Spokane Community College . H . -
N1810 Green Street o, v o2f - .
Spokane, Wasnington 99207 .. . .

oped primarily for the improvergpt of instructiont Institutions buying into this system gain access to an
assessment catalog containing.2,000 assessment question’s add €50 student-directed questions, and the data-
processing services of District 17. . -, N .

4 .

Washington Community College Dlstri’ct 17 markets a computer-assisted assessment_§ystem, which they devel-

.
* -

Staff Development for VOcational/EGucators

Minnesota Research and Development Center for Vocational €ducation
tniversity of Minnesota, Department of Vocational and Technical Education
Minneapolis, Minnesota 55455 . * N

This total staff developrent system inCludes a set of three instruments for the evaluation of instruction for
vocational teachers: a taacher form, a student form, and a supervisor form. " These {nstruments are availabdle

for purchase and are designed to be optically scanned for compuf/gr analysis. ;

' ' ’ . T,
Council of Educators % /
Temple University, Department of Vocational Education . . N /
Philadelphia, Pennsylvania 19122 . “ * . '

* > , - /
Designed for use in their inservice ‘teacher training system, the concept of using a coyncil of, educaton:y!n\
the evaluation process could be adapted easily for in-school staff evaluation. Basically, the teacher pur-
sves sk11ls via performance-based modules;, accumul ates documentation, and self-evaluates. When he/she feels
competent in a skill, the performance {s w/ideotaped. and he/she {s evaluated by a trained reSource person.
Ultimately, thé téacher has a portfolio of written and videotapee documentation reflecting ms/ner skill. A
counc1l of educators--comprised of educators at various levels--can then review this thorough documentation

and evaluate the teajher's overall effectiveness. . "
w Ay
Teacher Assessment Project A
University of Georgia, College of Education A . T,
Athens, Geor% 02 -, . .
¢ o~ ‘.

-
As a result of project work over-a four-year period, a set of Teacher Performance Assessment Instruments
(TPA1) has been produced. The TPAl are designed to.determine how well teachers can dgmonstrate selected
general competencies (teaching skills). There are five different instruments in the TPAl: Teaching Plans
and Materials, Classroan Procedures, Interpersonal Skills, Professional Standards, afd Student Perceptions.
After a teacher has been assessed with the TPAI, the resulting data can be consol dted. and displayed in
graphic form as 2 performance profile. . . . .
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: Evaluation Follow-up Voo

g The administrator/evaluator and the employee/evaluatee should meet to

: discuss the evaluation process and results, and to develop an action plan

) - aimed at improved performance. The administrator shauld not be shocked to

< .. sometimes find that. change on his/her part is also required in order to accom-

’ modate employee growth. You should be cautioned not to become a scapegoat for
poor employee performance; however, you should also be receptive to the need
for change on your part ‘should it b& warranted. For example, if an instructor
is failing to use a variety of, media in the classroom because of a poor system
for checkout, use, or mainteriance of that-equipment, then it is the responsi-
bility of you and your staff to make changes.

f * - Furthermore, the burden is on you to provide adequate staff improvement

{ opportunities if you truly expect the.staff evaluation system to translate

‘ into improved staff performance. These staff improvement activities can take
the fom of formal course work, suggested readings, peer visitations, or anj
other number of various alternatives designed to decrease the discrepancy
between what is expected of an employee and the current level of that employ-
ee's performance. If you are serious about developing employee potential
you must make a conscientious effort to provide the mechanism to promote
this growth.4 .It will not happen automatically. A staff evaluation sys
tem, without a corresponding commitment to staff improvement, can only serve
to ve;ify that evalyation is a one-shot rating session rather\tﬁap a develop-
mental improvement process. .

Determining, cooperatively, what areas need improVement and what activi-
. ties will be undertaken to promote that improvement should be the objett of
- the postobservation sgssion. This ¥s the time during which you should, on
the basis of your evaluation data, be helpipg the employee to develop/a plan
of action with new targets to be met. The guidelines provided in sample 2,
p. 37 for the helping conference are applicable here.. If the confefence is
to be productive, active involvement is required on the part of the evaluatee.
This is not a time to explain to the employee the error of his/her ways. It
1" is, rather, a time to work together and to determine with the emp]oyee what
’ his/her professiomal development needs are and strategies for imprgvement.

It should be noted that evaluation follow-up is often one pf /the most
overlooked and underused aspects of ‘staff evaluation. Let's look/at an exam-
ple illustrating this point: . ) . TNy

The vo ational education administrator prepares a biannual /evaluation \l-
_repor on an office. secretary. This report indicates the need for
"improvement in self initiative and judgment when prioriti

'~ A)

4, For further 1nfarmation concerning provisions to'promote faculty growth,
you may wish to refer to Provide.a Staff Development Program,/ part of the

e~
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these efforts must be carefully monitorgg;;and feedback must be provided to

- work assignments, and in being. able to complete tasks %ndependently.
The vocational administrator discusses these and others aspects of job
~  performance with the ‘secretary. The administrator EQen leaves the
conference feeling relieved about getting through this unpleasant ses-
sion, and grateful that another evaluation of this enlployee need not be
performed for another five or six months. LI
t
The question thef® becomes, "What has the administrator really accomplished?"
Staff evaluatiom, in this instance, is not designed to make a difference,
Rather, it is seen as a chore that must be tolerated in order to comply with
organizational 3u1de]1nes or to "cover oneself" for a possible dismissal pro-

ceeding. The administrator did a good job of evaluation; however, without
doing a good job of follow-up, there is little value in the process.
Evaluation follow-up is a critical area for both the employee and the
administrator. Most employees want to do wel). Most are sensitive to cri-
ticism and want to rectify conditions that may lead to repeated criticism.
These same, employees will-monitor the administrator's behavior during the

' postobservation conference: Was the administrator beihg simply critical, or

does he/she really seem to care? Does he/she demonstrate a commitment to
supporting and helping--to creating an’atmosphere for change? .

Clearly, the effective administrgébc cannot view staff evaluation as a
stagnant biannual ritual. It must be an ongoing process--preobservation con-
ference, observation, postobservation conference--of intérpersonal involve-
ment aimed at promoting employee growth and change. In order to achieve the
desired results, the administrator must provide opportunities for the employee T\
to demonstrate growth and change. This means selecting and assigming specific.
work tasks, or job targets, designed to build needed skills. The results of

the employee concerning his/her progres Progress should result in praise,

and the need for further improvement should be defined. . “

e +
. . « ¢
. -
- +

Summary Eval uation

LY

You will recall that sample ¢ included a section (pp. 67-68) in which to-
summarize the results of the evaluation process. A mary evaluation should
be implemented at least once annually and should serve as a tool for the fur- s
ther development and refinement of subsequent job targets. Staff evaluation,
thereby, becomes a continuoﬂsf/selfaperpetuating process. .y .

0f course, not all1 staff evaluation can be defined in developmental (for-
mative) terms. Ehpﬂoyment decisions for continuation of employment, termina-
tion, or~promotion are an inherent part of afly staff evaluation systed. Thus,
the summary evaluation should be designed to formally document job perfor-- o/,
mance. It sflould include areas in need of improvement, a 1istimg of recom- :
mendations madd by the administrator, and ways in which the employee has
responded or r#acted to these suggestions., .

(e
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Pragmatically, the u]tihate test for all employees is whether or not

.the organization chooses to retain them within a given work assignment. Obvi-

ously,-the employee has options too; however, for the sake of this discussion,

-our attention will be focused on employer-initiated decisions.

It/ﬁas been established throughout our discussiop that the primary pur-
pose of staff evaluation should be to promote the growth and development of
each employee. However, it has a]so been noted that vocationa] education
agencies have a mission--that of educating individuals for the world of work.
In grder to accomplish this mission, the organization must ensure that staff
performance is of a high quaTity. Decisions, therefore, must be made concern-
ing.the adequacy of performance of present staff in re]ation to the various

ositions to which they are assigned. These decisions, though difficul; to
ake, are a vital gnd necessary aspect of the administrator's role in Tmprov-
ing the overad1 quality of the vocaﬁpona] education program.

Most empl oyment decisions are bositive. They relate to continued employ-

- ment, tenure recommendations, and ‘promotiens. Even staff terminations do not

have to have a negative association although in truth many do. Ideally, a
well-implemented staff evaluation system should make a termination decision a
foregone conclusion, equally desirable to all involved, all of whom'are intent
on the same goal: vocationa1 education of the highest’possible caliber.

Let/g look at an example of an employment decision-making problem.

Mary is a second-year f production management. 1nséructor in a )
secondary vocational education center. Mary just hasn't developed the
leadership skills that /you feel are necessary to achieve the level of
_educational program quality that you desire. Although Mary appears to be
petent in providing daily classroom instruction, a number of indica-
ors suggest a problem in her overall performance. These include declin-
ing student enrolliments, two student fights in her classroom, her lack of
interest  in being involved in curriculum revision and'student activities,
and poor job placement rates..

On the other hand,/you really like Mary as a person. She's a pleasant
person, active on/the faculty softball team, and- devoted to her family.
You don't really want to terminate her, so you talg to her one more time,
and then issue her a contract for the fo}lowing year her third year of
teaching. . s , .
Mary's third year of teach‘ng comes and goes, and/ Mary has not improved
her work performance in any of the problem areas/identified. In this
state, Mary iy etigible for tenure at the comple ion of her third year of
working in the same ‘teaching assignment. By a]VBwﬁng her to enter into
her third year, you no avegg situation in which more strictly defined
due process procedure e exercised in order to dismiss Mary from «
. this assignment. Mary. awaiting your decisioq 'to make a tenure recom-

mendation the board. at do you do?
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Obviously, you should not have failed to act earlier based on your per-
ceptions of Mary's job performance. Failure to act, within the staff evalua-
tion process, is not as uncommon as one might hope or expect. Ad stra-
tors must not be lulled into the false belief that it is important, above all,
that everybody 1ikes them, or that undocumented ‘convérsation, cajoling, and
two annual classroom’ observations are going to be enough substa tiation to
render an unfavorable tenure recommendation. The result, depen on Mary's
perseverance in pursuing her rights, would most likely" fall 1n her favor. Try
motivating her to improve after that. - L. .

-«

Employment de£1s1ons ‘should %9 a natural extensfsnvof the total staff .
! evaluation process. A vocational education administrator showd not develop v
i one staff evaluation system based on ‘the need for staff 1mpqovement and
i another based on the need to make employment decisions. A good evaluation -,
& design incorporgtes both. Given a good evaluation design, the following
l.=~ points should be considered when making an employment necisﬁon

E o Has the employee been appr;;;g,of”ﬁ?:\or her job function within the
a organization? Is this infgemation -avajladle in writing?
e Has the employee been 1nfbrmed about the staff evaluation proces -
- - how it works and why it exists? L é{:,z -
1oye

o Has the employee been evaluated on a regular basis? Did the emp
“‘receive -a written_copy of the evaluatier results? If so, does it
include suggestions for improvementi? Way the employee invited to
- discuss the evaluationeresultﬁ? ’

e If suggestions for 1mﬁbovement were n

_the employee reevaluatéd with, s'ecifi,

. areas determined to be deficiént™a p
° these reevaluations avaifable in wri

t
e Has the emploiee been honestly and cozsistently informed about his/
her status within the organization? / Is this appraisal available in
writing? . . /

« Have you done everything within yopr power to assist the employee in
. improving his/her work performance? Can you provide documentation of
these activit1es? -

ted did follow-up ocohn? Was
att:ntion be1ng focused on the

If-you can answer yes to each of ze above questions, you should have. an
adequateé staff evaluation system--one ;hat includes a basis for both staff
improv€ment and employment decision making.-- Although the emphasis ori docu-
mentationymay appear burdensome, and,Zossibly threatening to the employee,

it is essential. A formal record of /an employee's work performance should

be able to withstand a legal test if employment decisions/érE“EﬁaTTenged.

Unnecessary negative implications, which can result @rom an adherence to ,
such a formal evaluation system, can be lessened by the administrator through .

~ the development of an open and shdaring employment environment. Remember, the
role of the vocational administrator is to develop an organizational cl1mate
that-promotes employee growth and change. This intent is not altered by the
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need to make employment decisions., The

decisions should a logjcal "exten-
sion of the staff eva]uation process,Zand no one should surprised when they
are rendered. ) ‘

- -

Ve You may wishito locate a variety of existing instruments for
use in evaluating staff These can be located by checking
‘ Optional with your resource ‘person, local educational 1nst%%utjaps, P -

‘S

state department staff, evaluation literature avajflable in the
(1ibrary, and so on. As you review-.each instrument, ask your-
self the following kinds of questions: =

I¢ this instrument applicable for all staff, or only one -
more particular categories of staff?

Does\ the instrument cover technical job skills? Orga-
nizatio ompliance? \

e How do the instruments for’ 1nstructor evaluation
“define" good teaching?

. o Does the instrument reflect a direct concern for staff
- improvement “(e.g., provision for conference notes)?

e Could the instrument be used or adapted for use in your °
staff evaluation system?

.
P P,




The. following "Case Studies" describe theltechniques and
devices used by vocational education admigistrators in two
.institutions to evaluate staff p&fformancd. Read each situ- .
Ation and critique in writing the performapce of the admin-
istrator(s) described, including the totali.evaluation system
plan, the ihstruments used, and the implementation of the
* system., “ " -

p - i . v
\/ L o7 s *

N ' [ - . : \ o ¢

= - % CASESTUDIES \

H

John has recently be ppointed to the position of director of (voca-
. . tional education- at the areR accupattomal education center. He was selected
for this positipn after a ;E\féy~of twelve final candidates. A factor . s
~ weighing heavily in favor of John's selection was his apparent interest and
experience in developing andyimplemerting a total staff evaluation design. a
He particularly impressed the’seledtion committee with his vocal concern for
instructional effectiveness and his sfhtemegts concerning the Pq}g.phat staff

\ -t
Case Study’'1: . E E : , & . .

“‘evaluation can play in effecting positive growth and change. .

John began his new assignmentiby‘imﬁediate]y ipstituting a Staff
evaluation system that replicated the one tkat he had uSed in his pri®® job.?
He organized a faculty evaluation committee, which was charged with the
responsibility of (1) reviewing John's nefly imposed evaluation §{ystem, and
(2) recommending medifications as necessary. John's instru;piona staff

evatuation system contained four.components: SN
d Yoo ' . ¢ N
1. Standard observation instrument & ;o
2. Job target form & e A
« < 3. Supervisory requirement form - ! - e .
s . . 04. Summary statement . ~
Johm.notified the instructors concernihg his timetables and procedures O
for evaluation. He explained the philosophic intent: of the evaluation » ‘ ™
N fprocess. He also arranged dates for formal observatiops. John felt that,
(since,he had initiated activities that both inﬁpf@%? and involved his staff,
S~ M#\improved staff performance was assured._ 5, : i%

- What follows is one example of how John actually implemented his design. ‘
This example reflects a ene-year evaluation effort initiated for Mr{ Rodney
- Braze, a secondary-level welding instructor. ? .
. ' » / ' s

-
.
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Rodney Braze ,
Welding Instructor ’

STAFF EVALUATION,

JOB TARGETS

1]

ACGOMBLISHMENTS

1.

JOB TARGE‘I‘

To develop . a mora,pasitive approach
with students,, treating ifndividual
problems singularly with no carry
over tp other %ituations. Review
of “disciplime sheetsv

N~

0

> ass checking on stu
9, Pypdate craft committee list and

v 2., Complete mani fold sxstem for oxy-
acetylene wading. N '1\ .

JOB TARGET IR B

. Involve. students in lessons t¢ a
greater extent. Use their idfut
‘as a teachipg tool.

‘4. Use text in moré varied ways to
improve background information
andsparticipation in classy
(o

JOB TARGET . —

5. Redesign time period to utilize
mini~lessons rather than concen-

N trated lesson at beginning;
evaluate and change system as
class progresses.

6. Improve overall cleanliness of
shope Attempt alternative systems
for cleaning. M ‘

JOB TARGET

7. Improve language of klass; Jreduce
ggofanity to a minimpl level.,

8. Spend more time movidg argund the

progress.

hoId the two Tequired meetidgs.

« N i

b

JOB TARGET e




Rodney Braze ‘\\

Welding Instryctor

& .

-
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STAFF EVALUATION
( STANDARD OBSERVATIONAL INST RU&E&I’
+ The Standard Obsel/atlonal Instrument (SOI) is a form which contains a Ilst of criteria having
received acceptance by the teaching staff to be used in assessing staff performance. The form
also contains an evaluation scale ranging from 10 to 1 with 10 being the highest poslble rat-
+ing and 1 being the lowest possible rating that may'be assigned to each observed criteria. A
rajing of 3 or less is considered unacceptable. In ggdition, the evaluator will makeacomment
op each criteria being assessed and will provide a recommendation whenever appropriate,
“%he SOI.will be usef by the designated évaluatSr’ during a scheduled dbservation in a class-
room. The results of the ob&atxon@l then be used in’ a post obseryation session between

the evaluator and’the evaluat . o e
1. 1 UDENT‘%HA\FSR, The students behavior during the observation -
{10)
°,.J..\4....NA___-\ % ¢

Observation comﬁ’t% The students were :agent e and- responsive
during the enéﬁréﬁiecturea~There were o di%scipline problggp, and

students follo‘wed\al long on the handout:L taking good longv looks at, the

* ‘ \ ‘ % ‘ - ’}v:'- ‘ ;l t
2.  CLASSROOM PR'ESENTATION': ' Teachiny activities that occur within the class-

room and reflect the knowledge and use of good
- . teaéhing processes during the- observation

(10} (1) .

e . . . . . .. NA X
Observation Comments: .. 3. he'
. students could relate to. He- distributeg pacﬁets in which each
S dern ompleted e 4 d2ram D d Wwing:s ) e 4 O e
students were part: ¢ pat: o and Interestéd. As eac new oint was
explained, M a gged around an exampple o gid also

ne.l.d it in .l tterent ang g posit: ons s0_ that t e st:u "'j’ could see

posit: on. even overlays and the han ut:s comp et:e he lecture.

- Recommendations:

AY
samgles being passeg-argund. ) N
. e, . L /
" Recommendatios: ™ ° _ : - .
- T ': N r.
L4 'i\.‘ v.( % L3
( o \ .
el »
O N ¢

8
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" ," " (Y x: ) - : . j B ' . . ‘ M X ’ . .
& 3. STUDENT ACHIEVEMENT: ‘A variety of educational attainment by students
(a0 T .and the degree to which learhing has taken place
A NA _ during the obseryvation C

Observation Comments: Evaluatdon of student learaing was dome by a

« .
A \

quick quiz at the end of the lesson. Most of the students received

perfect scores; three failed to meet performance standard bf 65%.

~ .
.
>

v

Recommendations:

»

. NSHIP: we?quality of the interaction that
4 STUDENT/TEACHER RELATIO SH o’ccurg bettv\\I/een the ir on that

“O)J L W NA teacher during the observation

' . Observation Comments: - Students felt at dase with Mr.. Braze, but

krespected his authority., A mutual respect seems to have been
established. ‘ &

T

6. - KNOWLEDGE OF SUBJECT MAﬁ'Eﬁi Teacher knowledge arid understa'nding
. - o of subjecm‘being_ mught during the

.

- T . observation
(7)) S m - . . ¢
olent e o o . . . .. NA . .

bservation Comments™'Mr. Braze showed completé knowledee of ‘the fiye
basic weld joints. _ i s
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- Rodney Braze x - L . . R o - . \
Welding Instructor o :

, ' o e ¢ ‘.
- o . " STAFF EVALUATION
s . ' : . - e LB ,
. . SUPERVISORY REQUIREMENTS - °
. , ' .
. ’ ~ 3 : T . 1
- . N . . \/\r_.
‘ N ' L ' ) *___ 8SAT UNSAT N/A
A . SAFETY ~ J : — E _
’ a. h’amtams a Safe and Ordefly Teachmg ‘ < . —
. Environment .\ . . s e X
. " b, Develops and-Mintains Safe Work Habits . ‘ o Xqd ~
' . . LA ’ .
" ¥ COMMENTS: 4 ‘< :>
< . , ] - -
A TEACHQR ; o EVALUATOR .
Y Ly : - The clasroom appears to be cluttered. *
| \ N %
Y . | p . ﬁrﬁ—-—rearrangement of benches and work'
/ ‘& R stations ghould be considered. The
Jo— S \ - . { room needs a thorough cleaning.
B (=
] q N )
AN ?’ A /
¢ / v ! 5 - . [¢]
; r \ —_— M
2. PLIES WITH PROCEDURES AS DEFINED BY . ) X
ARD POLICY; AS DESCRIBED IN THE CURRENT i —
- TEACHERS HANDBOOK, OR AS PART OF THE STANDARD ; MR
- OPERATING PROCEDUE AS AMENDED INTHE < ‘.
TEACHERS HANDBOOK - ) :
a. Budget Preparation , X
b. ) Requisitionipg ‘ e X ,
¢.  Attendance Procedures % , X
d.  Maintenance of Plari and'Grade\'xBook . PR X <
€. Meets Required Deadlines : ' X B
; R ~ , c
" COMMENTS: '
JEACHER - EVALUATOR )

P4
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Rodney Btaze

Weldinf\ihstmctor o . . : s

SUMMARY COMMENTS!

. STAFFEVALUATION -
SUMMARY EVALUATION CONFERENCE

The' fotlowing documents:

. Job Target Component’

2. - Standard Observational Instrument
, 3. ° Supervisory Requirement Component
along with a review of evaluatee’s personnel file represent the Sum-
mary Evaluation for thé academic year

N

\

~—~ > - . ¢

TEACHER

.

EVALUATOR

\

Mr. Braze continues to™improve upon his

"performance as a welding instructor,

Although Mr. Braze must continue to

work on improving the appearance and

l fleauiness of his c'i?e;sroomJ he

generally seems to be providing ade-

quate "instruction for the students :

assignéd to his program.
\T .
— .
r 4
“ A .
~
l _ —t

PA.
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. employed in each job category, wo

Case Study 2: f'h' .

. Muddy Valley Area Vocattona] School has a comprehens1ve personnel evalu-
ation program. The, program clear]y provides for a separation of evaluation .
for staff deve]opment and eva]uation for employment decisions. It was devel-
oped jointly by the administrat{ioh and representative members of the staff and
provides for employment-related ¥evaluations on a regular schedule. The pro-
gram provides for specific assesswgnt criteria to be identified by individuals
work under the leadership of an administra-
tor.

The director of the school, Mr. Blakely, is charged w1th/TﬁBTam§nt1ng the
evaluation program. He is required to provide a written empl oyment-rel ated
recommendatidn to the board immediately following the postevaluation confer-
ence. Mr. Blakely distributed the responsibility for the evaluation of .all
personnel among the members of the administrative team. Mrs. Lockette was

~assigned-the résponsibi]ity qf evaluating the custodial staff.

Mrs. Lockette first developed an assessment instrument that included the
criteria that are common to all custodial positions. She planned to add items
specific to each custodial position during her observations. She established
an evaluation time line and proceeded with her evaluations. Page 88 shows the
assessment instrument that was developed and the performance assessment of one
of the custodians, Ralph Strohl.

Throughout the year, Mrs. Lockette observed that Ra]ph Strohl mis€ed
work a tota] of 17 days due to illness. Fourteen ef the seventeen absences
occurred og Mondays. In addition, Mrs. Lockette recei written reports
from seven different instructors regarding the condition of classrooms in
Mr. Strohl's assigned area. During the year, Mrs. Lockette had made notes
regarding three 12;91621 talks she had with Mr. 'Strohl in retation to his
absences from work4i In 1ike manner, Mrs. Lockette had similar noteg of con-:
ferences she had had with Mr. Stroh] .regarding the unc]ean classroom reports.

¢ Followin'g the data collection period, Mrs. Lockette met with Mr. Strohl

for a postevaluation conference. She shared her assessment with him and
advised him that she would recommend to Mr. Blakely that he be termjna?ed.«a ¢

4

*
[ ’ !
’
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Lot
~
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CUSTODIAN ASSESSMENT FORM

TITLE OF JOB: ~ Section Custodian

T, NAME OF EMPLOYEE: Ra¥ph Strohl

EVALUATION PERIOD: From November 1, 1980  through October 31, 1981

< R . ’ T a g
DIRECTIONS: Place a check in the gppropriate column to indicate your assess-
ment of each criterion. If you check "D1sagree," attach docua

°

ments to support your assessment. ’ .
. ) A Agree | Disagree Comments -
The employee: ‘ . ) . ) B
missed work less than five days X See Attached
due to 1]]ness ) Time Cards -
- was late for work ]ess th&&gfive X N EA + e
times .- ~ -
accepts responsibility cheerfu]]y ' X f
maintains his assigned storage area X , o .
/ in an orderly manner  _ e 4
— - P
¥ orders supp]ies through estab]ished X - .
) procedures ! ° b _
provides for daily remova]-of , X | See Attached
trash from all ‘classrooms . . Reports .
- - - a . -| See Attached v
daily dust mops all classrooms ' ‘ X- Reports -
. L K See Attached
daily cleans -all chalkboards X Reports
daily cleans.all restfoans.aécbrdf ,' X See Attached
, /ing to established sanitation . ' . . .| Reports. ™’
a . : procedures : -
¢ v . . .
\§$rovides other services as . X RN AR
: requested by the supervision ’ T ¥
. N Y . ¢ - - e . ! &’ )
ADMINISTRATOR EVALUATOR: J. L. Lockette
° »oA;; OF POSTEVALUATION CONFERENCE: November 10 ™ -
X . A . ,
)
88 . .
. - ' ¥ . ' ""83 oo T
N 8 ; ’ A -
I3 3' .
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“mous.

- system could be strengthened iZ'a vqriepy of techniques were used.

N . 7

Compare your completed written critiques of the “Case Studies"
with the "Model Critiques" given -below. Your responses need .
not exactly duplicate the model responses; however, you’should-:

.

o have covered the -‘same major-points. - ‘

Feedback

MODEL CRITIQUES

s
i
}

Case Study 1: ! '_° - -

. ' "e
¥

John initiated a number of positive.steps in instituting a staff evalu-
ation system for the institution. He established a clear goal for staff
evaluatign-Leffectin% positive growth and change--and communicated this .goal
tamthe employees that would be affected. He organized a committee of faculty
representatives ,to review the applieability.of his plan to local needs and to
recommend changes if needed. The dévices he selected appear to adequately
measure ‘and promote phe goal of improved performance, while also serving as a
means for documenting the evaluation process in the evest that an employment
decision is required. Once the system was established, he notified the
instructors concerning his timetable and rprocedures.

Two areas of weakness can be noted. One is that, John seems to have.
equated staff evaluation with faculty evaluation, yet the two are not syndny-
John was hired to conduct staff evaluation, which should involve all
institutional staff (including administrators). “John ignored administrative
ang- noninstructional staff and chose to focus oni}ﬁbn instructional staff.

The second potential weakness is/ John's single-eyaluator system. His system
seems to focus on supéervisor observation as the only means. of evalua¥ion. The

Iq 1mp]ement1ng.£hg,eva]u tion~prote§s with Rodney "Braze, John started

off wéll, Based.on the completed -instruments, we can assuiie that John spent

-copsiderable time in assisting Rodney with the development of practical job

T targets. Théy are.specific and, therefore, should be useful in helping Rodney

* . Rodney, then ther:t.f,; § a problemd

- to work to achjeve them,. ..The nature of the tadbgtﬁ would suggest that Rodney

freely. shared his idéas.aid-concerns for self-improverient. Such an inter-
change of thoughts cotld gnfy take place in" a nonthreateningopen, and honest
conference environméﬁﬁ%&;ﬁkﬁ&are assuming that John’ and Rodhey developed these
targets together baséd-on the fact that the directions for this form, as shown
in sample 7, p. 55,;g§gﬁ£féﬁfhe evaluator and evaluatee to cooperatively
develop the job targéts/:--If, on the other hand, John set these.targets for

{

Following the preobservation conference, however, John's implementation
of the process 1s’,e§$,praiseworthy. First, he performed only one, cursory
classroom observatf@ﬁﬁéf Rodney. The observation concerned itself primarily
with the lecture poaﬁion of Rodney's class. Adequate time was not allotted
to observation of activity transitions and laboratory application. There is
alsp little mention of how Rodney's instructional performance reflected the

A
- o

I 1 . . N
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, self-improvement -goals described in the job target form. Did Rodney deve]op .
3 more positjve individual approach with his students? Were the students o/
- .involved in the lessbn? Was participation encouraged?- Was the class time ’
used efficiently? Did Rodney closely monitor the students during the labora- .

tory phase of his class? In addition, although /Rodney's performance was not”
rated as per ct on most items, John 11sted no recommendations. -

Second by maEfﬁ§ and documenting only one.observation, John risks- the
possﬂbi]ity-éf having insufficient documentation to support any employméent
decisions that may be made. )

Thfrd there is no evidence t 5% a post bservation, fo]]ow-up conference.
was held. There are no “"teacher cémments" oh any of the forms. ‘Rodney was
.evaluated;-but does he know wha} the result§ of the evaluation were? Did he
have a chance to self-evaluate? ¥ Does he knpw how much progress he has*magg
toward achieving his job targetsTat this p int? Has he been involved in usi _
this information to set new job targets7 { . ){\\

- Fina]]y, as with the comp]et1on of the standard observat1on form, the
completed supervisory requirements’ form and summary evaluation form do not
relate back to the .job targets. Further, the summary document does not, in
‘fact, synthesize the three prefious components into a final statement. What
has Rodney accomplished during the school year? Where does he stand within
the organization? Providing answers to these quest1ons Should be a major
function of staff evaluation. .
i
John 1s fiirting with the possibility of being labeled as ineffective, or
worse. His objectives seem laudable and his system seems workable, but his
imp]ementation of that system hints at a lack of commitment. No one will take‘
John's staff-.evaluation system seriously unless John" demonstrates that he him-
self is serious about its implementation. John needs to' pay more attention to -
some basic princ1p]es-of good evaluation procedure,- spec1f4ca]]y ; : L~

Providing timely reporting
* Initiating regularly scheduled observations ' e

Providing. for fo]]owuup activities that promote increased awareness
of. proficiency and progress .-

, Reassessing at predetermined. intervals ' .

the tyme to make

-

Case Study 2:

- There is certainly justification for oSErating separate staff deve]opment
and staff evaluation programs so that staff development is as nonthreatening
and teacher-directed as gbssib]e. However, ‘there is no justification for , .
designing the staff evdluation system solely for the purpose of supporting

”
(3

If Jg?n tryly feels that staff eva]uation is 1mportant then he needs to t

r - - A
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-eﬂp]oyment decisions, Mvddy§Va]]ey is offf to a bad start.-

Strength. Mention is also &a
/preevaluation conference
employment decisions, what

about the procedures to be followed.

employment decisions. Staff ‘evaluation myfst suhport both employment decisions
and staff improvement. tBy basing the evgluation>system only on the need for
;

/  However, ‘the plan bng diq involve\representative members of the staff and
did provide for specifjc assessment criteria e identified by the individ-.
uals being evaluated. s;Nvolvement of staff im the process is a definite
e of the postevaluation conference, but not of a
Howare goals set? And, if evaluation is only for
goes ‘on at the postevaluation conference? Does the
"evaluatee of the results of the evaluation apd the

evaluator merely inform t

implications that has for employment? (If Mrs. Lockette's behavior is a“vatid

example, then this is the case.). /

It is reasonable and practical fo} Mr. Blakely to qistributqfthe'respon-
sibility for evaluation among his administrative staff. However the dis-

" tribution of responsibility does not imply that his job is over. Based on
- Mrs. Lockette's perfochzce, Mr. Blakely either failed to explain the system

adequately to her, or Wailed to,monitor her effort sufficiently to identify
the fact thdat she was né% operating effective}y. ’

Mry. Lockette first failed ta involve the custodians in tﬂe process of
developing the assessment instrument. Where did she get her criteria? From
her head? From a job description? The custodians themselves would be the
best source of information about what tasks they are responsible for on the
job, Further, one does not develop specific, individual criteria during an
observation. All criteria should be established before the observation is
conducted. S

She did establish an evaluation time line, but did she inform her evalu-
atees of this time 1ine? We have no evidence that she did. In fact, we have
no evidence that she at any time met with her evaluatees prior to her i{imple-
mentation of the evaluation process, either to set up goa)s or inform them

;-

The instrument--the one and only instrument--is.also an indicator of a
less-than-perfect system. It does include criteria relating both to organiza-
tional compliance and actual job requirements, and space (though not much) for
comments. However, we dg not know how the form is designed to be used. Is it
ap observation form, to be comp]pted for each observation made? Or is it an
e?alugtion summary form? Summary of “what? Are there other forms to be com-

pleted and summarized here?

Furthermore, theré“STe na specific job targets against which to measure
performance, no space forlrecommendations, no space for employee commerits (or
employee signature to verify that he/she has seen the evaluation), and the )
only documentation provided for the postevaluation conference is a space for
noting the date when it was hg]d. How will the conference proceedings be
documented? Looking back, hoy will Mrs. Lockette remember what went on, what
she said, what Ralph said, what was decidFd? A1l this becomes, especial,ly

R
.
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critical since‘the ultimate decision made is to fire Ralph. Documentation-- ;
exténsive documentationh--is required to support such a decision.’

Evidently there is some documentation: written reports from seven

“ipstructers, notes regarding three informal (unplanned?) talks she had with

Ralph, and notes of conferences-she had with him concerning reports of dirty
classroons.; Hohexer we don't know how thorough or formal these "notes" are. “

, Actually, there is a lot we don't know. For us to decide if Ralph should

indeed be fired, we need that addi{ional information. What, for example, are
<the policies concerning absentgeism? Does an agsence of 17 days constitute
~ grounds for dismissal? Can she legally assume that, if 14 of the absences -
wege on Monday, he was hot sick? Ls there a policy concerning the need for a
doctor s note as proof of ilingss?-® - .

v

’
< -

* Second; we are told that he works c00perat1ve]y with others and accepts

' respons1h111ty cheerfu]ly. How does that make sense 1f, in fact, he doesn't s
fulfilt his dut1es, and seven instructors have been so d1ssat1sf1ed that they
took. the t1me to conp]a1n in writing? . v

. . Md, concerning those seven reports, what were the dates of those com-
fpiaints?——ﬂtd-all seven instructors complain—about the—condition of classrooms — ——
during'a single, short period, or were thg complaints spread out over the

whole yedr? Did Mrs. Lockette.rate those items on the assessment form based
only on those reports or did she spot check the condition periodically her-
se%f Lto verify. her rating? We have no evidence that she did any spot checks.

Al1 these cons1derations are 1mportant. We lack 1nformation, but so did
Mrs. Lockette and,, lacking this information, she'is probably in.a very weak
‘pos1tion to defend’ her recommendation for termination. Based on the evalu-
ation goal, which is to supgort employment decisions, she has not been very
successfuf Based on the fact that the evaluation goal should also have
included staff improvement, she has been even less successful. There is every
reason .to believe that her<conferences and informal meetings with Ranh were
designed so]e]y*to give her the opportunity to let him know he wasn't measur- .
ing up. His point of view was not solicited. She didn't attempt to find out
if there was_a reason for his Monday absences that should be taken into con-
sideration (perhaps he's a single parent with baby-sitter probleirs). She did
not make any effort to work out solutions or improvement ‘plans with Ralph.
Thus, the goal of the system, and her lack of documentation, have led to a
1ess-than-satrsfactory evaluation procedure.

Lo - * . »

-~
Level of Performance: Your conp]eted written critiques shou]d have covered
the same major points as the "Model-Critiques." If-you missed some points ~
or have questions about any additional points you made, review the material
in the information sheet, "Implementing a Plan for Constructive.Staff Evalu-
ation," pp. 33-80, or check with your resource person if necessary.

? -
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Aruntoxt provided by Eic:

Learning Experience |ll

-

FINAL EXPERIENCE

T;,“ﬁna| . While working in an actual administrative situation,
Objective . LA

evaluate staff performance.* -

staff perfonnance. Th1s will 1nc1ude-- IR ;-
- ’ . - ,‘.‘;"\& i

o developing an eva]uat1on system

"o 1mp1ement1ng the eva]uat1on effort L]

/- ) : o ysing evaluat1on data Tor‘staff'Improvement»and
t- employment dec1s10n making purposes .“%%;é“-. s

A

‘o - ' - - SR =, CIRENE 3 O
“NOTE: As~ you complete each of the above act1v1t1es docu-.
ment your-activities (in wr1t1ng, on tape, through a 1og)

--for assessment purposes.

Arrange 1n advance to hqvewyour resource person review your
documentation’ and :observe ,at. least one-instance in which you
are involved with others in the eva]uat1on process (e.g., ¥
conducting a planning meeting,:a pre- or postobservat1on con-

"ference &r a classroom observat1on) u;g«gr =Ygg,yﬁh
» i ‘5.;"' L =" a _‘%_“,"n_ . ~~::.' "“M"

Your'total competency w111 pe assessed by your :resource per-
\ ““son, ‘using the "Adm1n1strator Perfonnance Assessment Fonn v
RS PP. 95- 975 « 7 ’r'v . N . ‘L T A iyt

. t,.A. & w“.,,(
. » K ’ ﬁ »y o -r KT A

—— - > Based ‘upon the criteria spec1f1ed 1n this assessment 1nstru-

. ment, your resource person* wi]] "deterfiine whether you, are»w‘

competent in eva]uating staff performance. ,s&ag;;m ?gﬁﬁﬁfi
€,

*ﬁﬁﬁu»-‘

3"13..- :‘} :"' e

o '\.4%%%%, -
e 0 A
¥ .‘\.. . R *&i
Y Tt el
i -

As part of your adm1n1strat1ve respons1b1]1ty, eva]uate ,75'

learning experience may be deferred, with .the approval
son, unt1l you 'have access to an actual administrative

L 4
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’ - . " 94 . ’
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T ADMINSTRATOR RERFORMANCE SSESSMENT FORM

. - Evaluate Staff Performance .
4 . e 3 \/ .
Directions Indicate the level of the administrator 3 ;;\umnplishment by plac-

"Tpg an X In, the appropriate box under the LEVEL OF PERFORMANCE heading.

If,

ecause of specia] circumstances, a performance component was not applicable,
impossible te execute, p]ace an X in the N/A column.

2

' LEVEL OF PERFORMANCE

- &

WP o ot oo o gy

/ .

i

-

. In prep g for the evaluation effort, the

administrator:

AN

S

for the overall evaluation effort that:,
a. cleanly summarizes the phi]osobhy (pur-
. .pose, frequency) of eva]uation........t....

b. s consistent with the phixpsophy of the
organization.OOOOU‘OOOOOOOOOO0.00‘OOOO..0.00

c. 1is compatible wi;h the provisions and™
terms of staff contracts, union precepts,
’ . legal neguirements and-so on..............

{

d. defines his/her role and responsibilities..

defines, if necessary, ‘the roles and
rwnsib1]ities of others.................

f. outlines the genera1 procedures and poli-

> Cies to be fo]]owedOOOOOO0.00.0000000.QOOOO

it
g. out}ines realistic measures of performance,
for eaCh Staff position““"’.’o“"o‘.’OOO

-

O D'D D‘-'
0'o0g

Y

tjtmD
O EJDD—
oooon

developed--with staff input--a written plan ° N oo




sy

~J

1
A

obtained approval for the plan from appro-
priate official or governing board...eeeeeecees

3. ensured that- a]l staff were familiar with”
; the evaluation plan, its purpose, and their
ro]es 1n the proceSS....'......................

In 1mp]ement1ngA;he evaluation effort, the
administrator: ° '

ualized eva]uation plans, igcluding:

LEVEL OF PERFORMANCE

e @0“‘ Qo°‘ P

o e*"

0000

O OO0

4. worked with staff members tziiiéga)hd1vid- .

a. a description of the skills and attitudes - )*

C.

d.

to be evaluated (with consideration given
to past evaluations of the staff member s

. performance)......................... LN N )

a listing of the evaluation techniques

" and devices to be used...............:;....

a listing of the persons to- be involved
as eva]uatbrS...............,.............Q

a tentative time line for evaluations - .

to occur..........‘.....'.....‘......;.....

@

5. conducted the appropriate evaluation effort,

ensurlng ‘that: .

[ 4

a. -

a variety of techniques and devices was

used..................'................9...

each staff member was evaluated on several.
dif rent 0CC3$10“S.....-ovooooocoococooc¢c

a variety of data-collection sources was

used......P.‘...........“.......Q..........

-

9

& supportive, nonthreatening environment <
was created insofar.as p0551b]e........ﬂ£..

" the- evaluation plan was, in fact, followed.

sl ululul

O
Oo0O0
O

“ﬁ“ / \

rs

A




LEVEL OF PERFORMANCE

e
N\ ‘;o“. % ¢ (-,oob gﬁ"\

~

In. fp]]ow1ng up on the evaluat1on, fhe
administrator:

~
s 6. -prqovided-the person being evaluated withr -~
immed] ate feedback after each~eva1uat10Q....... 0O 0O00

1

7. used he]plng conference techniques to
. entourage -the staff member to self-evaluate,
L * anll propose steps for self- 1mprovement......... O OO D

. ]
8. ' used the evaluation results to guide staff
development efforts and to make employment

‘ dec1swns....................................... [:| O 00

R N kept appropriate records of the evaldation

Vo Process and results.ceeeeeeecneesecsnecnsanns 0O 0O00O0

<« 10. ensured tliat all evaluation data was kept

. _confidential.ieieieiiiniitiniininsennennen. [:| O 00

°

,f‘“ . Leve] of Performance: All items must receive N/A, GOOD, or EXCELLENT

. - responses. If any,"item receives a NONE, POOR, or FAIR response, the adminis-
Yrator and resource person shoyld meet to determine what additional activities
the admjnistrator needs to cofflete in. order to reach competency in the weak

) area(s) ‘ Q E F“ .
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ADDITIONAL RECOMMENDED REFERENCES

‘Action in Teacher Education. 2 (Winter 1979-80): issue devoted to the Sub-
ject of evaluating teacher effectiveness.

-

Bevan, John M, "Faculty Evaluation and Institutional Rewards." AAHE Bulle-
tin. 33 (October 1980): 1, 3, 4, 14-16. - ot

Y - Centra, John A. betermining Faculty .Effectiveness. San Francisco, CA:
Jqssey-ﬁasg Pubtlishers, 1979..

€

C]emeﬁt Stanley R. "T@acher Evaluation: Why and How." NASSP Bulletin.
61 (October ~1977): 101- 103.

Cumnings, L. L., and Schwab, Donald P. Performance in Organizations: Deter- .
minants and Appra1sa1 Glenview, IL: Scott,/(eresman and Company, 19/3.

Dull, Lioyd W., ed. & comp. Improv/hg Supervision in Vocational Education.
Columbus, OH: Ohio Department of Education, Division of Vocational Edu-
cation, 1978. Note especially chapter IX: "Evaluating Teacher Effective-

. ness.,"

Gephart, William J.; Ingle, Robert B.; and Saretsky, Gary. The Evaluation of
-+ Teaching. NSPER: 74. Occasional Paper 18. Bloomington, IN: _Phi Delta
+ Kappa, n. d. .

¢
Johnson, Char]es E.; Ellett, Chad D.; &nd Capie, William. An Introduction to
the Teacher Performance Assessment Instruments: Their Uses and Limita-
tions. .Athens, GA: University of Georgia, College of Education, Teacher
Assessment Proaect, 1980. ,

Miliman, Jason, ed. Handbook of Teacher Evaluation. Beverly Hills, CA: Sage
Publicatiops, 1981, P , o
"Research Notes." Phi Delta Kappan. 55 (April 1974): 570-573. Contains
three reports of research on, teacher evaluation, guidelines for employ- -
. ment decisions, and teacher(effect1veness cr1ter1a.

“Jz Rosenshine, Barak, and Furst, Norma. "“Research on Teacher Performance Cri-
teria." In Research in Teacher Education: A Symposium, edited by
B. Othanel Smith. Englewood CTiffs, NJ: Prentice-HalT, 1971. )

Ryan, Doris W., and Hickcox, Edward S. Redefining Teacher Eva]uat1on An
Analysis of Practices, Palicies, and Teacher Attitudes. Toronto,
Ontario, Canada: The Ontario Institute for Studies in Education, 1980.

Wentling, Tim L. Evaluating Occupational Education and Training Programs.
' Second Edition. Boston, MA: ATTyn and Bacon, 1980.
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QOO) 848-4825 ~ >

COMPETENCY-BASED VOCATIONAL EDUCATION ADMINISTRATOR

" MODULE SERIES
* Order No. Module Title ’ .
LT 58B-1 Orgamze and Work with a Local Vocational Education Advnsory Council
" LT 58B-2 Supervis# Vocational Education Personnel
LT 58B-3 Appraise the Personnel Development Needs of Vocational Teachers -
LT 58B-4 ©  Establish a Student Placement Service and Coordinate Follow-up Studnes
LT 568B-5 *Develop Local Plans for Vocational Education: Part |
LT 58B-6 Develop Local Plans for Vocational Education: Part ||
LT 58B-7 Direct Curriculum Development \
T 58B-8° Guide the Development and Improvement of Instruction
LT 58B-9 Promote the Vocatlonal Education Program
LT 58B-10  Direct Program Evaluation
LT 58B-11 Manage Student Recruitment and Admissions
. LT 58B-12 Provide a Staff Development Program -
LT 58B-13 Prepare Vocational Education Budgets <
LT 58B-14 Manage the Purchase of Equnpment Supplles, and Insurance
LT 568B-15  Evaluate Staff Performance . .
LT 58B-16 Manage Vocational Buildings and Equnpment .

Additiona} modules are being developed-thtough the Consortium for the Development of
Professiongl Materials for Vocational Education. The Consortiu is supported by the
following member states Florida, IIImons, Ohio, New York, h Carolina, and
Pennsylvania. '

v t,

—_—

* RELATEDMATERIALS

-
t

LT 58A - Guide to Using Competenc‘y -Based Vocatlonal"gducatlon Administrator
Materials
RD 141 The Identification and NatioNal Venflcatnon of Competencnes Important z
*» to Secondary and Post-Secondary Administrators of Vocational-Education
RD 142 The Development of Compeétency-Based Instructional Materials for the
v Preparation of Local Administrators of Secondary and Post-Secondary
» Vocational Education . . .

0 s . »

For information regarding availability and prices of these materials contact—

Program lnformhtibg Office
The National Center for Research

in Vocational Education . 3
Thé Ohio State. Univeysity _ ' @@
1960 Kenny Road " - ' ‘
Columbus, Ohio 43210 Y -
(614) 486.3655 - \The Ohio State University




