that a differsnce as to the proper con-
struction of the academic’s contract with
Murdoch Lnive Cowas not oan internal
the vigw that a trust, or dom %m matier. The judgment is
seneral law, removed the frankly coritical of the reasoning in
_';urisdi o of the  Hines ™ N

contract between the it will be apparent that the choice of
rsity and a member of the corpora-  jurisdiction for those acting on behalf of
a contract VUwhich does not in- '
iers relating to the interpal

wrmzn

lopte
that mod H
i*m are not resiric wl by ana
quram it demu\

.sszvg forum.

elationship between the corporation and

the member arlsing out Gf the constituiion

of the corporation”™® will take the matier

from the Visitor and repose it in the Keferppees

courts, Fox L.J. doubted the correctness

of Hines v jm,gb cck Coliege™, holding FooA useful account of the historical orimins

ihat where the action is based upon con- of the office of University Visitor, together

tract law, it may be determined by the with & survey of Austealian legislation con-
courts, even where a Plaintitt also claims %Fé?u?kﬁg the office o [h.? xiam“‘* Univer-

sities, can be found in . Szlawski, “The
that a dismissal 15 in breach of “’-C statules University Visitor: A guest from A:noiher
or regulations of the University. This was Age”, in Vestes 27, 2. 1983 p.21.

2,0

pecause onoe a court was %@,m.d of an ac- 2. See G. Craddock, “The New Adminis-
tiore based wpon alleged contractual trative Law: You Remain My Obediem
breach, it had power alse 1o deal with Sermnt"”{l‘)@ﬁ) 10 Legul Service Bultetin

whether Liniversity rules and procedures 184 at 188; “Inzuguration of the Adminis-
had been complied with, Some things, the trative APPCH%S Tribunal of Vieworia®
judge thought, were certainly within the {1985} 59 Australion Law Jowrnal 696,
powers of the Yisitor — marking of ex- A ’id;’;‘;;fmé”f‘!;f*?“’ {University. Visitor)
amination papers, awarding of prizes, :Cd ,;,,J“efj arl-‘af‘fﬂmai'}" Debates Han-
choice of {"eE‘w*;, admission and amotion sard (Victoria) 24 September, 16 and 17

Ho : h Octaber 1985, The Act was assented
of members, the resolution of guestions 25 March 1986 mented to on

of the scademic ‘»Mnd‘ rds of a University 4 1hig, a p.96s.

teacher or a studeni. But an esseniially s, (1945) 45 Srare Reporss (NSW) 200
contractuzl case van be the subject of g (1981} Victorian Reports 378 o
iitigation in the courts, TOI9T8Y § Weekly law Reporis 1488 a

Llovd 1.1, held o the same effect. He
relied, 10 some extent, upon a Western
Australian case™, in which 1t was held

;7..14‘)‘3; this judgment was approved by the
{English) Court of Appeal: {1979} 1 Week-
fy Low Reports 1066,

8. (1981) Victerion Reporis 178 pr 386,

4. Unreported, & Febroary 1985,

i, P ith, “The
of the Uni

selusive Jurisd
sity Visitor’ {1981} 9

Quarterly Review 610 Casson v University

of Aston (1983 1 AW Englond Bopors 88
per Lord Mailsham 1O,
L1970 B6 Law Quarterly Beview 331,
12, Op cit, nole (0
ibid, pD Ma b4,

10 Natural Justice?””, The Austraficn L
versities Review, I8, 2, 1985, p 36,
L4, (1983} 3 Weekly Law Repoarts 245,
15, 1bid, at p.25%.
16, {1986} 2 Weekly Low Reporss 97.
7. ibid, at p i,
18, {1986) 2 Weekly Law Repores 111,
19, ibid.
20, Ibid.

. Op i, note 16,

- DOp el note 18 at po 14,

Murdoch University v Bloom and Kvie
(1980). Western Australian Beporis 193,
4. Op it note 18 8t pp 122, 123,
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A university for Western Sydney:

a @S@ study in educational policymaking

Peter West

Faculty of fducation
Viniversity of Mow Eaogland

This article examines proposgis for 2 CAEs as well as a proportion of capital
upiversity in Western Sydnéy as an exam-  and recurrent costs in TAFE. Karmel
ple of policymaking in posi-secondary  Argues tha: while the Federal Government
sdueation. The State and Federal frame-  demands unpopular changes from time to
wark of posi-secondary education is sket-  time, especially the rationalisation of pro-
cherly - and some  features of Western  grams and ipstitutions, the odium for
Sydney’s society are depicted, before the  such chanpe often falis upon the states.?
migvement {or 2 Western Svdpey waibver-  But what powers and prerogatives are en-
sity is onthinesd and options discussed, joved by staie authorities and in par-

Much has been written about systemns  Hicular by state governments themselves?
of - governance i Australian post-  Galligan e o/ have drawn attention Lo
secondary education, Karmel provides an  state level politics and po licymaking? and
orthodox view of the balance of power  Harman has discusszd educational policy-
between federal and staie governments, makmg at staie inw,l with omph
emphasising that the former provides vi :
tuaty ol the funding for universities and

RS
AUt gl SIS rue 10 say that
F 0 pi?!iiﬁ}' (o3 H! _pe}zi-sccmlda'ry
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education, including the presen: writer,
have gone ioo far in their emphasis on
federal inputs and have not stressed suf-
ficiently the power of stae-level forces s
it does seem true that the Commonwealth
has the overwhelming power foi finance
over the states: and s
gerf*rajiv re

ab 1o pay for --"Iuca?éom-
24, they sedm o have
e nowor u;ﬁ "rdéé aver higher educa-
noexcept that of negotiating the means
whereby federal assistance will be given,
And vet it ds still true thar much can be
done by state anthorits they \»tazzd
ot g el

poli
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prises abour ong-filtesr
tion of Australia.
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5“‘% ic and worsening public fransport
s beginning 1o tuke on a separate
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hecomy more
sastern Sy
particular,
Blacktown (o any
travel home
aolion.
L{f.umim 1t
Swdney is g*oor and ¢
on average, low. There
schooels in the reglon
raies of retention in
kham
Hlue Mo
region tend 1o have low schy

cihiural cofi
medical colle
general  puIpose
near Farr
tional attatnmen: in the reg
with g
diploma in }%de@

Baulkham  Hills
development of ¢
creased ity politice

Ax We 51T
have

ii%l’lmim
Svdpey Rk‘.

cils, speci

%fmaﬁ (}i nisation of Coun
v 1o articulate the region’s

for new capital developms
regions and more students been
enabled (o enter regional institutions, but
mainiy al the punishing marginal rates of
funding which the Hawke 'f;}mcrrm‘v;“’—"
has provided, Ifiﬂs he demand for ds,t{
5 calmaimmi facilities in the two
has mmw ontinued despite these very modest
trate sducation  gams,
: for inspital Why did the university for the West
lssus take off when it did? Cobb and
niversity in Western FPider's book on interest articulazion
Pback al least ten discusses the need for articulate peopls to
years of no progress on the  fake up an issue and force it onto the
’ - educational agenda of a political system if the issue is
Svdney and  to be acted ont The difficulty in the case
was taken up by the of Western Bydney and Western Mel-
wy Bducation Com-  bourne is that articulate prople tend 1o
conunissionsd a ve the area as sDOD as promotion, or
3.7 The Report berter personal finances, permit . As
ars all the marks  Pareto explains, elites conscript those
writtenn, But #5 from lower groups who arg able and ar-
not been chal-  ticulate and use such p-“(‘)pi‘* t0 protect
sdney and  Weostern themsebves.” That the university issue con-
Cthe largest regions nued to surface in Svdney is due to the
ities. Each bas  unuring efforts of WSROC, o the in-
YOURE peopis tevest of the media {especially the Sydney
hnumg 1o re- Maorning Heroldy in the issue, and above
of natural all in the growth of a powerful group of
gither region Western Svdney MPs at Siaie level, Lad
< which mesc by Deputy Premier Ron Mulock, the
group has proved 1o have very consider-
able clowt in State politics, as Mr.
Mulnck’s election 1o the Deputy Premier-
iple, while ship itself showed. Despite all the power
- both had  of inertia and the might of established in-
arpments stitutions, the group’s demands for a

has 'bﬁf;“'“ aniversity in Western Svdney had provok-
appeared od goveraments inte aciion by 1983, As

en mt?dscé Hogwood and Gunn stress, an issue will
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emerge on a governmeni’s agenda if it
seems urgent, if it has emotive power, if i2
has potential for wide impact and if it
raises questions of legitimacy and
power.'® AN of these became true in
1985-86 when politicians caught the shift
in meod which gave a university for the
West  popular appeal as a  slogan.
Hogwood and Gunn alsp arpue
that the political paveffs are higher
for the creation of new policy than
they. are for the continuation of existing
policy. ! It was clearly to MPs” benefit to
be outspoken about the need for a univer-
sity of the West, much more so than for
them' merely fo argue for increased
resources 1o existing CAESs inthe region.
The ioeal and Siate medid reinforced and
encouraged the action of the MPs and
WSROC in their. demands, and the
federal authorities’ attempts 1o kill the
issue only made. the profagonists more
determined to promote it :

The Parry Report and its
recommendations - _

in. 1985 the national government's
discussions with state governmenis and
state co-ordinating authorities in Yictoria
and New South Wales bore fruit. Action
was begun towards beiter post-secondary
educational facilities for both Western
Sydney and Western Melbourne, but the
action .chésen iffered dramatically. The
Victorian Government and CTEC set up a
working party dedicated 1o the idea of a
cress-secioral imstitution for Western

Melbourne. In Sydoey, the national
authorities’ demands for a similar institu-
tion were rebuffed. Instead, a Ministerial
Committee of Enquiry was sei up, chaired
by the Higher Education Board's Chair-
man, Mr Ron Parry. The difference bet-
ween the two modes of action reflected
the different cultures in Sydney and Mel-
bourne {the former tending towards con-
sensus and in-house decisionmaking, the
latter towards participation and contesta-
tien), the different complexions of the
state governments {(NSW Labor is easily
the more conservative and has become
more so in its fen years rule 1o date), and
the differeni make-up of the c¢o-
ordinating authorities {the NSW Higher
Education Board has zenerally been
more cautious than the Yictorian Post-
secondary Education Commission). Thus
what was done in each state differed ac-
L{ermg o local conditions. )
Although the NSW Minister for Educa-
tion, Mr Rod Cavalier, and Mr Parry
both took pains to tefll the Western
Sydney community that it would Act gam
a university, a university was recom-
mended by the ¢ ommittee — 3 university
of a kind. Thers was a world of dif-
ference. The Parry Committee recom-
mended thai: .
i. Mepean CAFE and Hawkesbury Agri-
cultural College would be
amaligamated as campuses of a new.in-
stitution, perhaps o be called the
Western Sydney State University: All
existing staff of these  institutions
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would go over 1o the new university.

i ; could choose 1o join
the university in addition to these
300A ceniral adminisiration would be

focated on & campus located

¢ between Parramatta and

town. 8 owould validate awards
granted by the constiivent campuses
and allocate fupds to them. On the

i
)
st

SaIme would be offered general
courses inoarts, sclence and social
SCIERCES.

4. An imerim Board of Governors would
work with the N.S.W. Higher Educa-
tion Board towards the opening of the
new institution, and, the Repor: adds
in a brifliant aside, this could happen
on 1st January 1987.)2 That comment
did not go unnoticed.

The Hegport’s reception

The Parry Report was released to the
media early in February, 1986 and was in-
itially well recsived by local MPs and
regional leaders, 1t was also supporied by
the NSW Teachers Federation, which had
supported the State University concept in
ita subinissions, and which could expect 1o
be very strongly represenied in the pro-
posed Stare University, The Report has
been opposed by Macguarie University
ang the NIW institute of Technology,
cach of which has expressed interest in the
igea of a satellite campus in the Parra-
maita arca. Some academics also seem to
have been concerned that the ageeptance
of the Keport would mean the end of the
binary system.

Hlowever, Federal Government reaction
to the idea of any new univessity was
negative. Al the same time, concern was
expressed in a number of guarters about
issues which the &cpori doss not satig-
factorily address:

i. Could CAT siaff be taken over in their
and function as university
The Report argues that staff
would  be oxpected 1o emphasise
teaching rather than vesearch,

although vesearch would be done to a

minor degree. Would early retire-

ments, staff development and increas-
ed funding assist this process, or is it

too much 1o expect that staff used 1o

one set of expectations can adjust to

another? Although there are
precedents for this policy {such as the
formation of Deakin University put of
two CALLs), none of themn has proved
easy o umplement.

. Could the frederal (;{Wmnmevai Tesist
the pmpomm which clearly addressed

)

perecived peeds in oone of Labor’s
heartlands? Given the declarations of

suppornt for the proposal by Mr Wran,
Mr Mulock and 3 large number of
siate and federal MPs, how long could
Senator Ryan continue o .oppose the

Wost of the politloans’ discussions
< down on what a State Univer-
g, and whether the institution as
proposed  would be the university
desired by politicians and W3IROC.
The L!sji”;”u?(,” between 3 CAE and a
university has been debated ever since
the Martin Report  appeared in
1954-65, Bvery time a new definition
has been arrived at, the institutions
have evplved aza-ln rendering  the
definitions archaic.? In thelr earlest
days, CAEs did not grant degrees,
Now thelr offerings range from sub-
degree work {0 bachelors and in many
cases  masters  degrees; the most
prestigions of them are making ar-
rangements 1o offer doctoral degrees
in co-gperatipn with universities, A
Statg University would change these
differences again, and raise the gues-
iton of funding wmore urgently than
ever: how long could a state-funded
university remain state-funded? Whas
would its chief administrators be call-
ed, and what degrees would be of-
fered? Since the amalgamations at
Townsville and Wollongong, Australia
has had regional institotions which
provide their regions with most of their
needs in higher education. The propos-
ed institution for Wesiorn Sydney
would be another such institution, ong
which would blur the difference in the
hinary system so much that they would
become more difficult 1o define than
ever. As doubts proliferated, poli-
ticians” support for the Stawe Univer.
sity decreased, Instead, they began o
argue for an mstitution of excellence.
A meeting was finally held i Sydney
on 23 April Thoss p,uem muuded
AW Premier Meville Wran, Deputy
Premijer Mulock, Senator Susan Ryan
and state APy from Western Sydney.
The meeting agreed to the establish-
ment of a university in the West, b
Senator Ryan persuaded I ro change
that phrase 1o Ve university prosence””.
The .n.u.umg. also agreed 1o study the
aptions which would make this avail-
able and 1o reconvene as the Univershiy
of Western Svdneyv Advisory Council
on 23rd August 1986, The April 23
agreemern dcw{mﬁra{m'i Ones again
the strength of politics in educaiional
polivymaking, and the strength of state
level politics in partcular, (See Appen-
dix.y ivis worth noting that in the long
bartle  between  state and  federal
authorities, the bulk of the fighting
was done Detween governments, not
between the co-ordinating authorities.
But while in Melbourne Federal-State
coopefation  has led 1o the swify
establishment of a new institution
yvoung people in Western Sydney will
have to wait for agreement betwesn
Mew Sourh Wales and Federal Govern-

ments before their educational oppor-
tunities improve.

The options

At present there appear 10 be four pos-
sibifities {07 the proposed university. A
State University seemms no longer ong of
them. The first is to bulld on existing in-
stitutions. It could be that one of the
CAEs in the region could be used as a
basis for the new university., The new in-
stitution could then take over part or all
of a campus, and/or some facilities, of a
CAE. This has the virtue of speed, but
academic excellence could be difficult o
demonstrate, One variation would be 2
CAE/University or univer-
sity/CAE/TAFE iInstitution, bwt there is
fistle apparent support for such an inastitu-
fion in the region.

. . . whatever kind of
institution is established, it
maust be dedicated o high
standards of excellence in its
research and i4s cheice of
academic staff.”

The second option would be a univer-
sity college. This has the merit of
academic credibility, Unforiunately, the
history of such phenomena is often a
story of tension between the mother and
daughter institutions. [t could be in the
interests of the former 10 keep the latter in
wfancy as long as possible, if not strangle
it ai birth. Support for this option is
sirong in Sydnpey's existing universities,
but i3 less obvious in the region, despite
support among Members of Parlament, ¥
I a aniversity college is established, a
sunset clause nominating an independence
date is highly desirable.

'I"he third possibility would be 1o estab-
iish a new, orthodox university, Again,
this has the merit of academic credibility.
The problem with this is that all the pres-
tlgious programs are well entrenched in
gxisting universities and the NSW In-
stitute of Technology, This would leave
the proposed new university with, say,
programs g current demand {es*)eualiv in
demand in Western Svdney) —  arnts,
sciences,  secondary  teaching, public
adminisiration  and some  additional
programs.

A vartation on this option 13 (o create a
pew, lnnovative institution. This would
admit students, part or full tme, inter-
nally or externaily. Poriability of
qualifications, and close association with
TAFE colleges and CAEs, would be a
hallmark of such a body. The new institu-
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tign could also dempnsivate #s bona fides
1o the region, £.z. by commitiing iself 1o
resparch based on the region apd by
experimenting  with a regiopal entry
areference scherme as pio;we:ed by Mac-
arthur Institute in Sydney’s southwest. A
multi-disciplinary approach could be part
of is brief.

Regardiess of the option chosen, the
new institution must address ifself 1o three
basic guestions. First, the question of ac-
cess: who will the new institution be for?
This question s fundamental, yet it re-
mains 10 be answered both in ferms of
social class and in terms of regional and
non-regional eniry. Second, the question
of poriability of qualifications has
become more urgent with the upgrading
in Mew Sguth Wales of some TAFE cer-
tificates 10 associate dipilomas. Studenis
ought to be able to begin & TAFE course
with the knowledge that its completion
will gain them eniry and/or entry with
credit to university and CAE programs,
and the new instiution could be the ideal
place in which 1o try out such arrange-
ments, Third, whatever kind of institution
is established, it must be dedicated to high
standards of excellence in its research and
an academic staff chosen on merit. These
guestions are not insoluble, though in the
present budgetary climate, ltile can be
expected for capital development until the
1990s. Given a refusal 1o accept casy
solutions and a genuing search for excel-
lence, the pew instiution in Western
Sydney could become, in time, a highly
respected ipstitution. Let us hope that
federal and state governments can now
put aside their differences aad plan the
new institution in consuliation with the
Advisory Couancil and educational insti-
tutions in the reglon.

Appendix

Press statement from meeting with

Sepator Susan Ryan and the Hon,

evilie Wran held in Sydaey op 23

April 1986

Proposed agreed statement by Senator

Susan Ryan, Federal Minister for

Education, and the Premier of NSW,

Mr Meville Wran and members of the

MN5W overnmeni )

@ This meeting acknowledges the serious
educational disadvantages of stidents
in the wesiern suburbs of Sydney

@ Recognises the need to support in-
creased opportunities for all levels of
education including university

@ Supporis the strategy of extending the
scope and quality of CAE places

@ Accepts as a matier of urgency the
need to plan the establishment of 2
university presence in the western area

And therafore

The Commonweaith and the NSW
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Coveraments through the UTEC and the
HER will co-gperate with cxzst;r;g CAEs
in the region and existing universities in
Sydney and the pmpsaed University of
Western Sydney Advisory Council, to in-
vestigate the most appropriate model of a
university campus development, to deter-
mine respurce imphications and prepare a
timetable for the fulfilment of an agreed
purpose.

The federal and WNSW ministers will
keep a close watching brief on the work of
the various agencies of government and
will receive jointly reports arising from
their deliberations.

This meeting proposes to reassemble 1o
receive the report on these deliberations
due no later than 31 August 1586,
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ance appraisal of university

cs: issues and implications

Terry MeCarthy

Schoot of Management
Deakin University

The correml econgern with declining
financizl resowrces in Ausiralizn vniver-
sities has, in turn, given rise 10 2 preve-
copation with increased efficiency and
effectiveness. Incressingly, the efficiency
and effectiveness of university depari-
ments as 3 whole is being examined;
individual deparimenis in varions uaiver-
sities have been the subject of depari-
menta reviews. A second level ai which
efficiency and effectiveness may be ex-
amined is, of course, 21 the level of the in-
dividual academic. Rost,  aoi ail,
apiversities in Australia have considered
instituting procedores for siaff develnp-
ment 1o enhance the efficiency of in-
dividual academic siaff members, Some
universities’ efforts to  insiitute  staff
development procedures are more ad-
vaneced than others. 5taff development is
defined in one case gs the ‘provision of
broad suppert reguired by each individuai
academic {o sirive consisienily fowards
superior achievemens in 84 least the main
aspects of uabversity work: teaching snd
research  or  other cresiive  schobprly
activity’, !

While the guesiton of siaff develop-
ment seems {0 have heen posed gensrally
in positive terms {(by, for example, involv-
ing the individual scademic in initinting
seif-assessmen? procedures in relation io
ieaching and other dufies), the guestion of
individupl performance review (referred
to here as performance appraisal) has
caused some unchse amongst academic
siaff. At the time of writing, FAUSA
policy has moved from ifs earlier position
of implacable opposition 1o performance
appraisal for iondividual aeademic siaff
members 1o something of a policy hiztus,
On largely pragmatic grounds, FALSA
will net al the moment oppose perfar-
mance appraisal procedures provided
aceeptable guidelines under which perfor-
mance appraisgl will proceed cap be
established.” These guidelines have yet to
be finalised.?

This paper explores issues and jmplica-
Hens relating (o the introducticn of per-
formance appraizsal of individual
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zeademic staff in umiversities from the
viewpoint of general management theory
and practice. It will be supgested that,
copducted under the proper conditions,
performance appraisal can be beneficial
for the individual academic as well as the
priversify. But there is also poientfial for
the adverse use of performance appraisal
procedures and the information gained
from them.

Performance appraisal
Performance appraisal may be defined

a3 a ‘process by which an organisation ob-

tains feedback about the effectiveness of

5 emplovess’. Important ohiectives of

performance appraisal include:

& provision of adeguate feedback to
employees concerning their perfor-
mance;

@ providing & basis for modifving or
changing behavicur toward more ef-
fective working habits;

@ providing mapagers with data which
may be ui‘t‘d 1o judge future job
assignments.?

Performance appraisals are used most
widely as a basis for making compensa-
tlon decisions. Within Australian univer-
sities, because academic stafl are paid
under a centrally-determined uniform pay
scale, the opportunity doss not exist to
provide merit pay increases to individuals
on the basis of performance gutcomes.
The end use of performance appraisal in
Australian universities therefore has to be
pther than defermining salary increases,

(ther applications of performance ap-
prasal findings include human resources
planning, employee counselling, staff
training and development, and selection.

One might argue that performance ap-

raisal outcomes might be used for pay-

related decisions such as promoetions and

accelerated incremenial increases within a

salary scale. Bul the occasions on which

one can sericusly contend for a promo-
tion or an accelerated incremental in-
crease are comparatively few. In any case,
it will be argued here that performance
appraisal techniques should be open and

consiructive, unconsirained by “special”
merd  considerations {such as  icnure,
study leave, promotion) or punitive con-
siderations {such as deferral or denial of
renure or dismissal). Where the perfor-
mansce appraisal procedures can involve
some sort of benefit/penalty such as those
inst mentioned, the process will be less
obiective, mere threatening and  will
disincline individual staff members from
consiructive self-criticism of their perfor-
mance. Because of the Hmitations placed
on managerial freedom by tenure and the
nature of the national pay scale, in my view
performance appraisal for fenured
academics wiil have to rely for its resulis on
persuasion toward bhetter performance.
The ““special” considerations {in the sense
that they arise only infrequently) just men-
rioned should be formally divorced from
the on-going performance appraisal proce-
dures. Decision on these **special’™ issues
should-be the subject of separate enguiry.

Consideration of the performance ap-
praisal process might best be done by con-
sidering the following matiers:

& Appraisal of what?

& Appraisal by whom?

@ Frequency of appraisal

# Communication of appraisal

resuiis

@ Major problems

& Designing an appraisal system

® Choosing an appraisal method
These matters will be considered in

furn.

Appraisal of what?

Appraisal of an academic’s perfor-
mance s concerned  with  evaluating
behaviour or results, But just what
hehaviour or results 1o focus on can be
problematical.  The appraisal  system
should have been desipned to achieve an
identified. purpose and should help to
identify. what aspects of performance 1o
measure.  The irems which can be
measured fall inio three categories, These
are:

{3 individual task  ouicomes {e.g.
number of work iems completed,
tests done, papers written, ete.);

{iiy individual behaviour {e.g. particular
actions taken in discharging one’s
workload):

(ii1) individual raits (e.g. mtellizence, at-
titudes, mitiative, expectations, skills,
etecl).

It must be recognised that some rask
outcomes will be beyond the control of an
individuai . academic. For example, a
research project might depend on team
collaboration, a teaching programme
might depend for its success on the co-
operation -of staff in another university
depariment, or on the avadability of fun-
ding and.other resources from year-to-

year. Assessment of an individuai’s per-
?"orma,:c o the basis of these task oui-
comes would be fraught with difficuley.

Oin the other hand, the evidence seems
o suggest that possession of individual
traits is of doubtful relevance in assessing
en  individual’s performance.  Mlere
possession of 2 given tral does nol mean
thar it will be applied effectively on the
job.

As a matter of practice, therefore, ap-
praisals of individuals are best directed 1o
assessing  individual behaviour con-
rributing {0 iob performance and job
achievement.

A performance appraisal scheme thus
has to identify relevant criteria on which
an academic is io be appraised. The star-
ting point for this exercise will be some
form of job analysis in which a job
description — a statement of the essential
duties of the job in which an appraisal is
to be made — is prepared. The job
description will identify the aspecis of a
job {or criteria) 1o be evaluated. In selec-
ting the criteria, three basic considera-
tions arise. Criteria must be;

@ relevant insofar as they relate 1o the
objectives of the job;

@ f{ree from contamination, e.g., where
the same criteria apply t0 more than
one lecturing job, the conditions and
facilities available to each lecturer
should not vary gualitatively to any
significant exteni;

® reliable insofar as a particular
criterion must be stable and consistent
for repeated use over time.*

Once the criteria have been identified,
they can be translated into performance
standards. Performance standards  in-
dicate the level of performance needed to
be attained for the ijob to be well done.
Good raiings are a by-product of doing
the job well. Where possible, perfor-
mance standards will be set in quan-
tifiable terms, Academic siaff might well
be more commonly assessed on
qualitative siandards because teaching,
research and administrative duties do not
typically lend themselves 1o quantitative
measurement.,

It is not possible 0 suggest detailed
criteria and performance standards here.
Academic jobs vary sufficiently across
{and perhaps within) different schools
and faculties to reguire specific criteria
and perfermance standards (o be
developed {or groups of like jobs. Con-
siderable preparatory work would have 1o
be done within universities 1o determineg
appropriate criteria and standards as parg
of the development of performance ap-
praisal systems. Selection of criterig will
be problematical. But an appraisal system
not specially designed for an academic

environment — or particular areas of

academic work - is not likely to be effec-
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tive and might well allenaie academic

siaff,

Appraisal by whom?
Porformance appraisal

be andertaken by ong or

foflowing:

@ SUPETVISCGTS

& peers

& emploves 1o be {seli
appraisaly

& subordinaics of the pmpioves 1o b2 ap-
praised

® people oculsigs the immediale
organization, s.g., students, clisnis,
olc.

Which of these sources of appraisal is
most appropriate depends on {1 the pur-
pose of the appraisal, (i) the criteria being
used, and (i) the tvpe of employes being
appraised.?

To be gualified to svaluate others, the
appraiser should meet certain reguire-
ments. These are:

& opportunity 10 observe: the appraiser
mustheina ]Laosém'»on 1o nollect ail reje-
vant information aboul the person ba-
ing appraised, This could szzwi\ & per-
50;1:11 obscrvation, acosss [0 rooords,
and access to others who have a direct
knowledge of the appralses;

@ understanding of Job reguirements
and standards of mimaum‘j—: perfor-
mance;

] ba'v‘iug an a’}pf‘ﬁ;“ria*c noint of view,

the appraiser’s own work objf:s;
mm should not be in competition or
at odds x,xh b the work obicctives of ti
appraisee.’

Thus, where the purpose of an ap-
praisal is 10 develop the employee, the aim
ml; be 1o idenufy performanse strongths

ich might be cnhanced, and d

cies Mnds might be reduced or eliminated
m the future. The objectives of the ap-
prajsal are more lkely 1o be met i «
positive ammosphere is developed. This
might best be achieved through two-way
discussions of the appraiser’s judgements
and self-appraisal by the acadenic,

Where an academic has specialised
skills not shared by his/her supervisor,
the supervisor will not be gualified to do
the appraising. This could arise where a
dean or head of depariment does not
possess the subject expertise (0 appraise
specialist research work in a field outsi ¢
his/her own specialisation, c.g. a dean of

a science faculty who is 2 spocialist in
xd on 1o

biclogy might otherwise be oall
appralse eritically the resear f
nuclear physicist. In such & case, it wmi
he more appropriale to rely on peer mgv
praisal and self-appraisal. These awo
forms of appraisal have been found to be
most effective under conditions of high
interpersonal trust when the appraisal s
directed 1owards staff development con-
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