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ABSTRACT L
‘Included in thxs summary anaiysxs of three journal

S?fiéiés and two documeats on teacher evaluation are reports that

touch on difficulties facing school officials in developing a teacher
evaluation system and suggésticns for assessing the streﬁgths and

instructional context. The second a document written By Rand

Corporation researchers, conciu&es from a study of four ezemplary

school districts that the teacher evaluation process is inseparabile

from the school district's larger org‘m*zatxonal context. The three
remaining selections focus on practical aspects of implementing a_
teacher evaluation system. In his guide, Thomas L. McGreal identifies
nine "commonalities"-of-effective systems that support his conviction
that evaluation should help; rather thau judge, teachers. Taking the

position that some form of summative evaluation is nonetheless needed

s - - - e - — . — % —— —

for making personnel decisions, James Raths and Hallie Preskill offer

recommendations to guide administrators thrugh the task of teaching
staff assessient. Because of the pcotential legal implications brought
with any personnel decision, the final selection by Donovan Peterson
prbﬁidéé,gﬁiaéliEEE for ensuring that a teacher evaluation system
will withstand judicial scrutiny. (CJH)
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he current educational
reform movement has
thrown a spotlight on

» teacher competency. leading

policy makers to pursue a variety

of measures ranging from merit

pay and career ladders to tenure
review and mandatory dismissal
of those teachers who are demon-

strably incompetent. All such prop-

osals inevitably underscore the

need for an effective, reliable, and

legally defensible system of teacher
evaluation.

Teacher evaluation need not be
what it too often becomes: an essen-
tially meaningless formality re-
garded with suspicion and even

contempt by teachers and as frus-

trating bysuperv?':orf Moreover, it

does not have to be a source of
contention between teachers and
administrators. If a teacher evalua-
tion system is research-based.
designed to improve instruction.

and approached with a cooperative

attitude byall parties; it can bean

effective and dynamic agent for
educational renewal.

__In developing a teacher evalua-
tion system. school officials must
confront two fundamental Qifficul-

ties: The first is that no completely

objective approach to assessing

teacher performance has ever been
found {though in recent years

Thomas I. Eliis: Ph.D.. is a research
analystand writer at the ERIC Clearing-

house on Educational Management.

EH

University of Oregon.

researchers have been maRlng

gains on this problem). Indeed. it

has become .momatic that the

more explicit or standardized the
criteria become, the less valid they
are for assessing a particular
teacher's effectiveness.

The other problem is that the two

major purposes of teacher evaiua-

tion—helping teachers to become

better at their job and providing a
basis for making personnel deci-
slons—are usually perceived as
being at odds with each other.
Effective formative evaluation re-

quires a relationship marked by

mutual trust between t°achers and

supervisors. Yet such arelationship
is hardly possible if the teacher
feels that the evaluation process
may lead to an adverse personnel
dgcjsjonfor if the supervisor fears
that such a decision may lead to a
court suit:

Fiverecent reports that touch on
thes,e,difflcultles provide useful
guidelines for assessing the
strengths and weaknesses of just

about any school's teacher evalua-

tion system: The first, by Susan S.
Stodolsky: challenges the validity of
evaluation methods that rely on
classrcom observation alone and
emphasizes the importance of
looking at the whole context of

instruction (subject matter and

activity structure as they relate to

April 1986

teaching style) when evaiuating
teacher performance

poration researchers conicluded
from.their stiidy of foiir exemplary

school districts that the teacher

evaluation process is inseparabie

from the Jarger organizational
context of the school dlstrict Fi ind-

orgamzational commitment and
staff involvement are esseritial for

effective teacher evaluation, regard-

less of the methods used, =
The remaining three selections
focuson practical aspects of imple-
menting a teacher evaluation sys-
tem. In his comprehensive guide
based on extensive experience,

Thomas L. McGreal identifies nine

“commonalities” of effective sy

tems; all in keeping with his convic-
tion that the primary purpose of
evaluation should be to help. rather
than to judge, teachers.
Tumigg to the proposm')n that

some form of summative ev~luation

is nonetheless needed for making

personnel decisions,; James Raths
and Halhe Preskill offer some re-

deciding which members of the

teaching staff are excellent. satis-
factory. or incompetent.

_ Because any personnel decision
based on teacher evaluation is
fraught with potential legal trou-
bles, the ﬁn’al selection by Peterson

suring that a teacher evaluation

system will withstand judicial
scrutiny.

o ®
Prepared by Clearinghouse
on Educational Management
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Stodolsky, Susan S.

“Teacher Evaluation:
- The Limits of Look-

ing.” Educational Researcher

13. 9 (November 1984); 11-

18. EJ 309 391.

Most teacher evaluations rest on
a few direct observations. usually
unspecified as to situation. The
basic assumption is that effective

teaching can be reduced toaset of
generalized behaviors that are
consistent across teaching situa-
tions and occasions.

Stodolsky challeriges this as-
sumption. Wielding both coricep-
tualarguments and empirical data,

she shows that the effectiveness of
any teaching style or behavior
depends on the context in which
the teaching takes place. Hence.
evaluations based on a small
number of classr’oo”r’ri bbSEWétiOﬁS

teaching behaviors: skills. and
arrangements used for different
purposes by teachers. particularly
at_the elementary level. _
Stodolsky proposes a ﬂexnble

About ERIC

The Educational - ‘Resources.

~ The Information
Center (ERIC) 1S _a_national information system
operated by the Office of Educational Research
and Improvement. U.S. -Department-of Educa-
tion ERIC serves educators by disserminating
research results and other resource information
that can be used mn developing more effective
educational programs

The ERIC Clearinghouse on Educahonal Man-
agement -one-of ¢ ral such unis .n the sys-
tem_was estabiished at the University of Oregon
i 1966 The Clearinghouse and ts companion
nmite process research reports and ournal arti-
cles for announcement in ERIC's index and
abstract bulletins.
~ Besides processing documents and journal
articles: the Clearinghouse prepares bibliog-
raphies, literature reviews, monographs. and
othe 7 interpretive research studies on topics in
its_educational area:

This publication was prepared with fundmg
from -the Office of Educational Research and
Improvement, U:S: Department of Educalion,

Prior to-publication, the manuscript was sub-

mitted ta the National Association of Elementary
School Principals for critical review and determi-
nation of professional-competence. The publi-
cation has met such standards. Points of view
or opinions, however, do nol necessarily repre-
sent the official view or opinions of NAESP. the
Clearinghouse: ar the Department of Education:

EFIIC Clearinghouse on Educational Manage-
ment, University of Oregon, 1787 Agate Street;
Eugene Oregon 97403

activtty structure” approach. tied

to subject matter and curriculum;

as amore accurate characterization
of elementary school teaching: The

evaluator assesses how appropriate
the teaching style and approach are

to the subject matter at hand and

to the skill level of the students. To

do this. the evaluator must describe

how aetivities are structured who

selectlon of different classes but
rather what Stodolsky labels “activ-

ity segments.” Each activity seg-

ment comprises a particular set of

instructional formats, particip-
ants. materials, behavioral expecta-
tions and goals. and time bound-
aries The evaluat'o”r takes all df

determmlng the. appropriateness
or effectiveness of any given in-
structional strategy. Such an ap-
proach does justice, it is pointed
out, to the nature of teaching as a
context bound activity.

A Study of fifth-grade math and
Sbtlal §tUdiE§ Cla§§é§ ih Chitagb

proach The findings indicate that

one should expect systematic vari-
ation in teaching and instructional
arrangements, not consistency.
The same teachers teaching the _
same children in the same physical
setting used very different instriic:

tional arrangements as thev

switched from math to social
studies. Mathematics instruction
proved to be homogeneous within
and across classrooms, whereas
social studies instriction charac-
teristically tends to be diverse.

Stodolsky proceeds to describe in

detail three key features of the
activity segments studied: instruc-

level
Thedata indicate that elementary

school teachers are essentially

generalists who create a broad .

repertoire of organizational and
pedagogical arrangements. Thus
assumptions of internal consis-
tency made in connection with
teacher evaluation procedures

must seriously be questioned.

Stodolsky therefore concludes that

e\;aluat'o”rs éh"o"tild i‘x&frili‘ié léci(‘h'

mg into a(‘(ount the subject matter T

and the structure and purpose of

classroom activities—rather th an
simply identifying the presence or
absence of a list of teaching “be-
haviors™judged to be desirable. She
concedes. however, that such a
complex and extensive task for the

study of teachers and teaching will
not win easy converts.

Wise, Arthur E:, and

- others. Teacher
Evaluation: A Studv
of Effective Practices. Sarnta
Monica. California: Rand
Corporation. Sponsored by

the National Institute of

Education. Washington,
DC.dune 1984. 101 pages:
ED 246 559.

Teacher evalijatidn;,ddes nou
occur in a vacuum. Wise and his
colleagues ricte: it is Shiaped by the
organizational, political, and in-

structional context in which it

takes place. So how do these contex-
tual factors influence the quatity of
teacher evaluation programs? To
find out. the Rand Corporation
conducted case studies in four

school districts with highly effec-
tive; but very differcnt; teacher
evaluation programs: Sailt Lake
City. Utah: Lake Washington;
Washington: Greenwich, Connec-
ticut: and Toledo. Ohio. Despite
thelr r varying approaches. certain

common characteristics set these

systems apart from less successful
ones.

'orgamzatlonal commitment—the
wnllmgness of the dlstrlcts ‘top- “level

personnel and institutional re-

sources to teacher evaluatlon The
second common factor was the
recognized competence of the
evaluators in making judgments
and recommendations. coupled
with mechanisms for cross-verifica:

tion of their accuracy:

Third; in all these districts the
teachers and admtnistrators col-

be used in the evaluation and the
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goals involved. Fourth the evalua-
tion process and support systems
were compatible with each other
and with the district’s overall goals
and organizational context.

~ Perhaps the most significant
fiiiding to emerge from this study
is the lmportance of teacher partici-
pation in deveioping and carrying
out the evaluation process. The.
authors recommend that school
iliSii‘ii‘iS inifdlve ’eicp’ei'i lééchers in

they lnvolve teacher organizzmons

in the design and oversight phases.

and that they adopt a professlonal
{as opposed to bureaucratic) ap-
proach to evaluation. Teachers
should be held accountable not to
arbitraiv and hierarchicallv en-

forced criterid, thex note. but rather

Lo constant ly evolving standards of
practice developed by consensus
among the teachers themselves.

y McGreal, Thomas L.
_ " Successful Teacher
¥ FEvaluation. Alexan-

dria: Virginia: Association
for Supervision and Cur-

riculum Development;

1983. 175 pages. ED 236
776.

Thomas McGreal has worked

with some 300school districts and

75.000 supervisors and teachers
around the country to build local
teacher evaluation systems. In

keeping with his conviction that
teacher evaluation should be tail-
ored to the specific needs of local

districts. McGreal does not attempt
to.“sell” one approach or another.
Rather. he crganizes his book
around eight “commonalities” of
effective practices.

The first three commonalities
constitute the framework for build-

ing a teacher evaluation system: an

appropriate attltude an evaiuagﬂgn
pose. and the separation of ad-
ministrative and supervisoty be-
havnor Evaluatlon McGreal in-

geagherg become more effective
rather than to obtain documenta-
tion for personnel decisions. Sys-
tems that emphasize accountability
tend to promote hostility between
teachers and administrators, he

says. whereas systems geared to

imiproving instruction will cultivate
mutual trust while still providing.
adequate information for assessing
minimum competence when such

assessment becomes necessary.

The niext four comimonalities are
grouped as “focusing activities.”
The first is goal-setting as a
cooperative activity between
teacher and supervisor. Evaluation
criteria that result from cooperative
gbél §éttii‘ig éi‘é iﬁbré IIREIY t6 fll the

McGreal notes ‘whereas the a,ltema-

tive—imposition of criteria by the

supemsor—-forces all teachers to
Cooperatlon also fosters mutual
trnist in the supervisory relation-
ship.

Second. McGreal erpghasn zes the
need for acomnmon framework and
a similar set of definitions about
teaching from which to work.
Third. to accommodate time con-
straints. he siuiggests two ways to
increase the reliability of classroorm
observattois: (1) narrowing the

range of things to look for in accord-
ance with previously established
goals. and (2) increasing the __ _
amount of information assembled
by the evaluator prior tc the obser-
vation. McGreal also advocates the

use of alternative sources of diita to
supplement classroom observa-
tions. These can include self-evalu-
ation, peer evaluation, parent
evaluation, student evaluation.
student performance, and collec-
tlon of such xnstruetlonal artlfaets

ments. and tests ﬁdl these ap-
proaches. he notes: require a close
working relationship between
teachers and supervisors.

__The final section focuses on
training the staff and starting the
system: As McGreal points out. the
effectiveness of any evaluation
system depends on the amount of
training received by the particip-_
ants—including both teachers and

supervisors—in the skills and

knowledge necessary to implement
the system and effectively maintain
it. An appropriate training prc-
goal-setung skllls for both super-
visors and teachers. theoreticai

and practical training in the

SEIectedftfeé’chj’ng focus. explana-
tion ard practice in the use of
studerit descriptive data and ar-
tifact collection: and classroom
observation and conference skills
for supervisors.

p Raths; James,; and

/ Hallie Preskill..

“Research Synthesis

on Summative Evaluation
of Teachmg F ducatmnal

1982), 310-13. EJ257910

Most educators agree that the
primary aim of teacher evaluation
should be to improve instruction.
Nevertheless, school districts still
iteed a reliable basis on which to

make decisions on tenure; promo-

tion: reassignment or dismissal.
For thisreason. teacher evaluation
svstems need not only to help
téébhéi‘é iinjji‘biié bijt éléb iji‘dVldé

mance. Raths and Preskill provide

some clear thinking on this sum-
mative (as opposed to formative)
dimension of teacher evaluation.
Judgment of teaching perfor-
marice is ineScapably a subjective
process, the authors believe, since
objective or measurable standards
do not exist for the various aspects
of teaching performance. Accord-
ingly: some evaluators tend to
emphasize tangible patterns. such
as instructional techniques,
teacher behavior, and lesson plan-
ning. Others emphasize such in-
tangible qualities as ccoperation.
professionalism. and other general
character traits. Whatever stan-
dards theystress, the authors say.
éi)élijétbré iﬁtjét bé éb’lé to com-

behind theiuudgmems to .

teachers; school boards: or courts:
Raths and Preskiil describe two

general approaches to summative

EVélij:iti’o’n The 'éi'ith’inen’c' épi

'ltative vaJues to relevant dimen-

sions of instruction, weighting
them for importance; rating
teachers on each dimension. and
then tallying the score. This proce-
dure is popular, they ncte, because
it confers the appearat.ce of objec-

tivity on: an essentially subjective
process, R
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The holistic approach involves

summary assessments made by
one or more evaluators and based

quarntitative values, the authors
say studies have shown that holfs-

tic judgments about teaching have

more predictive validity than do

arithmetic approaches. .
Three methods are described for

making holistic judgments ha

comparisons in which teachers are

ranked from most effective to least:

(2) a relative rating of teachers on
a 1 to 5 basis: with 3denoting the
norm; and (3) the application of a
similar five-point relative scaletoa
breakdown of separate teaching
skills and behaviors.
‘The autkors conclude that the
inevitably subjective and impress-
jonistic nature of summative evalu-
ation can best be controiied by
“triangulation” procedures,
whereby judgments are made by
several evaluators—including both

supervisors and peers—and then

cross-referenced:

—/]

5 “Legal and Ethical

Issues of Teacher

Evaluation: A Ressarch-
Based Approach.” Educa-
tional Research Quarterly
7. 4 (Winter 1983); 6-16.
EJ 284 820

Peterson, Donovan.

Use of teacher evaluation for

iicrsonnel décisiaris hecesséniy

challengetl dismissals on grounds
that administrators used unsound
criteria or procedures to obtain
evidence of incompetence. ]

) Petterson s guidi_ covers the legal

and Qlauslbility of teacher evalua-

tion systems: He offers helpful
guidelines on such tssues as due
process; discrimination; validity:
reliability. high and low inference
variables, represeritative observa-
tion of teacher behavior, research-
based variables as.opposed to those

that are cons ~nsus-based; and
number and length ot obs =rvations:
The test of validity. for example;
assesses whether teacher evalua-
tion criteria are job-related and
whether evaluation systems actu-
ally measure the attributes they

claim to measure: Reliability refers
to the consistency of judgments
over time among separate obser-
high or low inference. d,epending,
or thedegreeof persona’ljudgment
an observer must apply to deter-

mine the presence or absence of the
attribute for which the teacher is
being rated; and its quality. High
inference variables tend to lack
reliability, Peterson says. whereas
low tnference variables—specific

and measurable behaviors—tend
to lack validity in distinguishing
between effective and ineffective
teaching.

Peterson suggests that schools

adopt a three-level evaluation sys-
tem. The first level, applying to the
majority of experienced teachers.
would consist of formative evalua-

tion alone—for example. peer and

self-evaluations, goai-setting. and

an annual conference with asuiper- :

visor.

~ The second level would be for new
teachers and those ideatificd as

perhaps needing improvement.

The emphasis is still on the forma-

tive but involves several observa-
tions by trained observers to idcn-
tify problems and develop remedia-
tion strategies.

The third level, sum matne evald-
ation, wotud be used only on

teachers judged to be incompetent:

Here documentation becomes im-
portant. along with judgmerts by

provision for, remediation anid
assistarnce. By resmctirig sumimi-
tive evaluation to ‘borderline”

cases, schools simultaneously

reduce the potential for legal chal-
lenges and concentrate their re-
sources_for adequatc documenta-
tion in the event of Such challenges.
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