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CHARACTERISTICS OF SUCCESSFUL SYSTEMS FOR THE EVALUATION OF
TEACHERS’ WORK

Sonja Petrovska®

Abstract

Although the evaluation of teachers is essential for the development of the quality of work of the school and
consequently the quality of education, this segment of school reform is often neglected or formalized. It seems that the
reasons for this situation should be noted in the efficiency/inefficiency of the realisation of created system for evaluation
(insufficient commitment and incompetent implementation techniques for evaluation) rather than in the effectiveness.

In this paper, we analyzed and elaborated experiences and scientific findings that provide directions for creation
and implementation of successful systems of evaluation. In this sence, established dynamic balance between development
needs of the school as an institution, as well as the needs for improvement of the teachers, are the essential condition for
high - quality systems for evaluation of the teachers™ work. Studies reveal that it is necessary to develop mechanisams for
the functioning of several components, important for the quality of the system of evaluation. These components are:
systematic communication, proper culture for evaluation, technically effective and efficient structure of the system of
evaluation as well as the use of multiple data sources.

Keywords: evaluation , teacher, system,

1. INTRODUCTION

Modern education is characterized by an increased responsibility to society and seriousness in the
analysis of the factors that affect its outcome. Inspirational messages are written in the No Child Left Behind
Act?, adopted in 2001 by the U.S. Congress and Re-authorized in the U.S. law for primary and secondary
education. Attention should be paid to the quality of the teacher, legislation, public policy and principles in each
state, and the main emphasis should be put on creating high-quality evaluation models for teachers to the extent
that has not previously existed.

Teacher’s work evaluation becomes a current issue that has been discussed by all those (scientists,
teachers, experts, politicians) who are connected or dependent on one or another way or involved in the process
of upbringing and education of children and the youth. The need for evaluation is commonly justified by its
basic function - getting feedback on the success of one of the key factors of educational work — the teacher.
Supporting the need for systematic and continuous monitoring and assessment of the teacher provides
incontrovertible scientific findings that confirm the thesis that without highly qualified teachers there are neither
successful students and schools nor successful educational reforms. There is no doubt that highly expressed
stochasticity of the educational work requires evaluation for planning and design of its development, but not
always the pedagogical context that must be respected in modeling and implementing evaluation systems has
been taken into account.

Pedagogical context:

» Primary tasks of the teacher: planning, organizing and implementation of educational work with
students. The teacher should be evaluated in these areas.

» The quality of his work depends on the development of his competencies to perform these tasks. It is
not that easy to evaluate the teacher’s competences. One cannot be ‘labeled” with a number or
descriptions since the development of the competences as well as their manifestations are influenced by
factors that originate from a wider social context. For example: recruitment of young people into the
profession, the attractiveness of the profession and its social status, quality of initial education, school,
material and cultural features.

» The basic element of the educational process is its dynamic feature. Observed through the prism of the
teacher’s professional development, the dynamic feature, usually but not necessarily, improves
gradually. There is a similar situation when the quality of the educational process depends on the
external influence (social, scientific, technical and technological context). So we have a complicated
issue over the reference of the quality measures, including the issue concerned with the aspects of the

! University Goce Delcev, Faculty of Educational Sciences, Stip, R Macedonia, sonja.petrovska@ugd.edu.mk
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teachers’ evaluation. It is inappropriate for a trainee teacher and an experienced teacher to be evaluated
identically. In fact it is hard to talk about static and unified quality of the teachers’ work.

» Factors affecting educational outcomes are numerous, and they operate with different intensity,
different continuity and it is difficult to discover a strict cause and effect relationships.

Upbringing and education are complex processes and their outcomes can be seen after long and continuous
operation. Perhaps this confirmed thesis looks trivial, but according to us it is still not taken seriously in any
educational practice, neither in science, nor in creation of educational policies.

This is confirmed by numerous scientific findings which detect the weaknesses of work evaluation models
for teachers. Darling at al., (Darling-Hammond, Wise, & Klein, 1999) criticize traditional programs and
practices for evaluation because of their limitations (only the teacher’s work in the classroom is evaluated),
which suspend objectivity and relevance of the process of assessing the quality of teacher work. This is
accomplished by administrators including vestigial inventory of teaching skills, typical grades, and
inappropriate time frame for providing adequate instructional support for the successful educational work, poor
training and inadequate communication with school principals. (Darling-Hammond, 1986; Jacob & Lefgren,
2008; Medley & Coker, 1987; Haefele, 1993; Peterson, 2000; Scriven, 1981). (according to: Glenn Daley and
Lydia Kim, 2010)

Perhaps one of the basic questions connected to the problem is the motivating function of evaluation.
Instead of using it as a tool for instruction leadership, it is used for detecting irresponsibility, which is seen as a
burden. (Darling-Hammond et al., 1999). The question of competence / incompetence of supervisors (Loup,
Garland, Ellett, & Rugutt, 1996) and the relevance and sufficiency of resources for evaluation is also asked very
frequently. (James H. Stronge, 2005)

Finally, in the Republic of Macedonia, a widely spread attitude among the teachers, schools and
scientists is that traditional models for work evaluation of teachers fulfill only administrative aims which do not
correspond to the needs of the school practice. In fact, if anyone wants to give the evaluation a developmental
dimension and the models for evaluation are structures that provide mechanisms for implementation of the
process to realize not only meritorious but also motivating functions should be aimed at achieving three
objectives: professional and career development of teachers, creating schools where professional cooperation
will dominate, and enhancing the quality of students” educational outcomes. Everything else would be pointless
and anti pedagogical without achieving these objectives. Once the society creates a climate and culture where
teachers will be accepted as central figures responsible for students’ achievements, and teachers themselves will
interiorize the attitude that they are lifelong students, then we can talk about reforms that will be a result of
sharing the vision declared in the modern world — the knowledge is a capital that has the biggest fertilizing
power.

2. GUIDELINES FOR CREATING SUCCESSFUL MODELS FOR
EVALUATION OF TEACHERS

If one wants to create high-quality evaluation model for teachers, which will be based on the dynamic
balance between school development and improvement of teachers that model should promote goals that will be
useful for both, teachers and schools. If the achievement of the aim is fundamental for the success of the teacher
and the school, then the work evaluation model should correspond to this balanced attitude (Stronge & Helm
1992). Sharing individual attitudes is an important challenge for the development of a quality work evaluation
model of the teachers. Setting compatible institutional and individual aims cannot be expected if there isn’t an
organized process of sharing ideas while those models are built. Johnson (1997) emphasizes that difficulties and
observations during the development of the models for work evaluation of the teachers should not be
underestimated. We need to talk and give time to realize its applicability, reality, sustainability and legitimacy.
This is where the main feature of successful models for teachers’ work evaluation comes from - establishing
systematic communication between all parties involved. (Polovina, N. and J. Pavlovic. 2010: 185). Quality
models for evaluation promote the importance of systematic and effective communication. It plays an important
role in the evaluation process, including aspects of a public nature (relations and public relations), as well as
aspects that require private communication (such as interpersonal relations). (Stronge, J., 1995) Therefore
sharing certain things such as: setting school goals; determining the goals of teacher’s evaluation, and their
task/s, role and responsibility as well as determining the time frame for evaluation as an essential part. "At the
beginning of the discussion on determining the needs / goals of the school in the context of a thorough
assessment of the effectiveness of teachers, all parties involved should be informed in detail of the overall model
of evaluation. The manual should state that teachers need to be informed about the way they will be evaluated
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and that during their assessment all factors that affect performance and results of the work should be taken into
account. "(Seyfarth, 2002: 153).

Issue that has also been raised and is related to the type and manner of communication is the interaction
between the evaluator and the teacher. It can significantly help in the process of building the model for
evaluation because it: enables cooperative development plan for evaluation; provides an opportunity to
strengthen individual skills and improves performance; raises expectations of the teacher; increases the
likelihood of change in performance; identifies different ways of achieving higher standards. Systematic
communication between the evaluator and the teacher in the evaluation process reduces side effects and greatly
enhances organizational effectiveness (Cummings & Schwab, 1973).

If it is treated as an assessment process focused on the diagnosis of certain conditions, prevention of
deviations in educational work, or a process of information then evaluation can generate strong guiding function
(indicating the way to proceed with the implementation of successful programs, and development of less
successful programs). In this respect, public communication (social environment) is essential.

The nature of communication, especially between the one who evaluates and the one being evaluated
determines the quality of the evaluation model. Some studies show that the interaction between the evaluator
and teacher significantly determines the quality of the evaluation model since assessment is a personal and
emotional thing. Although assessment often produces doubt or open conflict in effective systems for evaluating
teachers, the trust between the assessor and the assessed often dominates. (Stronge, J., 1991). Hence, proper
training of assessors is crucial in the development of models for evaluating teachers (Seyfarth, 2002).

James Stronge (1995) proposes a model of open communication between the evaluator and the teacher
which involves: common development of the evaluation plan, providing opportunities for individual
development and improving performances, encouraging teachers’ self expectations, increasing the possibilities
for change in performances, identifying ways of setting higher standards in quality of work, open check and
constant balancing of the model. (James H. Stronge, 1995: 8) Not only interactive relations in one institution are
important for the climate and culture in the same but also dominant attitudes among the employees in terms of
fairness and dignity. Thus the climate of trust can be treated as another feature of successful models for
evaluation.

Although, particular model appears conceptually and technically correct, it does not guarantee efficient
and quality evaluation of teachers and models that are technically flawed and irrational and are likely to
experience failure. Models for evaluation of teachers that are conceptually and technically well structured have
bigger chances of achieving the desired goals. But this depends on appropriate setting of the standards for
quality measurement of the teachers” work as well as the appropriate use of the same. This could be reflected in
the development of models for evaluating teachers, and technically in terms of their justification (legal and
ethical), usefulness (informative, timely and influential), viability (effective, relatively easy to use) and precision
(serious and credible). (Stufflebeam, D. L., & Shinkfield, A. J. 2007)

Using multiple data sources in teacher evaluation is an important feature of effective models for
evaluation. It means using various techniques, methods and instruments. In general, in practice key sources of
data for evaluation of the teacher are: Observation (observation of the teacher in the classroom, in the
workplace, ongoing surveillance and monitoring of students); Feedback to students, parents, colleagues and
superiors; Data on student achievement - marks; Portfolio (current achievement certificates, notes, lesson plans);
Self-evaluation (i.e. own analysis of the results). Using multiple data sources within the evaluation of the results
of the teachers, can greatly increase the reliability and productivity of the models for evaluation.

3. CONCLUSION

A lot of knowledge about the problem indicates the need of removing organizational barriers associated
with the mismatch between individual and institutional need for development and overcoming personal barriers
(disappointment, lack of confidence, stress, fear of failure). Also it is necessary a distinction to be made between
monitoring and evaluation, and systematic communication to be ensured between those who are assessing and
those who are being evaluated. Despite this, it seems that assessors’ reference, cooperation between assessors
and those being assessed in designing mechanisms for evaluation and commitment in the process of planning
and implementation of the evaluation are essential for providing quality models for evaluation.
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