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Abstract

|mplementation of the Integrated Quality Management System in
public schoolsin the Ugu District

by

PETER VAN DER WATT

With the advent of democracy in South Africain1994, a plethora of old pieces of legidation and
policies have either been revised or new ones promulgated to address the gross inequalities of the
apartheid state. 1n the context of education new policies were designed to improve the standard of
education across public schools in the country. One such policy isthe Integrated Quality Management
System intended to support teachers in achieving quality education. Policy Design and Policy
Implementation are separate concepts and it is well known that the intentions of the policy are not

always achieved during implementation.

It is clear that the State President, Jacob Zuma was cognizant of the disconnection between Policy and
Policy Implementation when he stated at a meeting with school Principalsin 2009 that “ our wonderful
policies that we have been implementing since 1994 have not essentially led to the delivery of quality
education for the poorest of the poor” . He questioned as to why the policies have failed to deliver
excellence and what should be done about it. Further, the Basic Education Minister, Angie Motshekga

in her maiden Budget Speech asserted that:

“The findings of Professor Jonathan Jansen’s committee on National Education Evaluation and
Development Unit (NEEDU) confirms what we al know, what the view is outside there and reasons

for ageneral lack of public confidence in our education system”.



The study explores the extent to which the implementation of the Integrated Quality Management
System hasindeed led to the delivery of quality education. The Policy was also intended to restore
public confidence in the education system and the study aims to explore the extent to which this has

been achieved.

The Integrated Quality Management System was intended to ensure that the State is obtaining value for
the money expended on education, the largest portion being allocated to the salaries of educators. It
would appear not to be the case. In this regard, a Report issued by the Organisation for Economic Co-
operation and Development (OECD 2008) found that international studies have shown that the
“returnsto investment” in teacher education, or the quality of performance one might expect from
learnersin return for money spent on educators, isvery low in South Africa, to the extent that “low
educator productivity has been cited as the main reason for South Africa’ s relatively poor

performance”

It isfor the above reason that the National Policy on Whole School Evaluation which includes the
Integrated Quality Management System, designed to address the problems of educator performance
and poor learner attainment were put under the spotlight. The success of Policy Implementation, and
the possible adaptation of existing policies to ensure that the desired results are achieved are a'so

investigated in the study. Recommendations are made as to how policy might be reviewed or changed.
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CHAPTER ONE
OVERVIEW OF THE EMPIRICAL STUDY

1.1 Introduction

Chapter One introduces the reader to the topic and provides an overview of the study. An explanation
for the justification of the research — namely the level of effectiveness of the Integrated Quality
Management System (IQMYS) currently implemented nationally in all schools.

IQMS s a performance management system which was formulated by both teachers and the National
Department of Education and is accepted as being a process capable of fairly evaluating the
performance of teachers across the country. The study will explore how successfully the policy is being
implemented to meet its intended aims and will focus on adistrict in KwaZulu Natal. The chapter also
gives the reader a brief description of the development process of the evaluation system within the
Department of Education in South Africa. The current state of education in South Africais also cited,
explaining why it is important and necessary that teachers - particularly in this country need evaluation.
Thisisacritical factor if the appraisal system'’ s underlying aim is to improve the quality of classroom

instruction which in turn should improve the quality of education in the country.

The chapter also gives a brief outline of the perceptions of the public and policy makers on their
expectations of ateacher in the classroom and the role s/he is expected to play in society. The purpose
of thisisto ascertain whether the present policy is able to measure the extent to which these
expectations are being met. In South Africateachers are referred to as educators and those who are

taught are termed learners or pupils. The study will use these terms interchangeably.

The methodology of research and research design is discussed and finally a preview of the dissertation

isgiven, in, the form of a brief summary per chapter.

1.2 Location of the Study

The study will focus on 20 public (government based) primary and high schools falling within the Ugu
District Municipality in the province of KwaZulu-Natal (KZN), South Africa. The Ugu District

Municipality consists of rural, peri-urban and urban communities throughout the six local
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municipalities namely: Umuziwabantu, Ezingoleni, Umzumbe, Umdoni, Hibiscus Coast and
Vulamehlo. The choice of Ugu District isimportant spatialy asit represents two (2) distinct socio-
economic patterns, namely the coastal areas with awell devel oped infrastructure and positive
economic growth, compared with the hinterland, characterized by poor infrastructural provision and
unemployment ratios leading to high poverty levels. Unemployment in these areas was estimated by
the Ugu IDP Review (2005/6) to be 30% but with prevailing global economic conditionsit can be
estimated to be significantly higher.

The Ugu District Municipality islocated on the southernmost part of the KwaZulu-Natal province. It
lies between the border of KZN and Eastern Cape provinces. The Ugu nodal areais approximately
5,866 square kilometres in size with a population of approximately 700 000. (Statistics South Africa
(2007), General Household Survey 2006, Stetistical Release P0318, Statistics South Africa, Pretoria).

Figure 1 on the following page indicates the geographical location of the local municipalities within

the District Municipality of Ugu as mentioned above:
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Figure 1: Ugu District Municipality
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Table 1 below, taken from the 2006 IDP Review illustrates the population distribution over the six
local municipalities and highlights the most developed as being Hibiscus Coast:

Table 1: Population per local municipality

Local Municipality Population %
Hibiscus Coast 218 168 30.99%
Umzumbe 193 764 27.52%
uMuziwabantu 92 322 13.11%
Vulamehlo 83045 11.80%
Umdoni 62 290 8.85%
Ezinqoleni 54 427 7.73%

Source: Ugu District Municipality IDP Review 2006

Ethnic groups within the Ugu District are divided as shown in Table 2 below:

Table 2: Ethnic Groupingsin the Ugu District

Ethnic Group Population %
African 645 985 91.76%
White 28740 4.08%
Indian/Asian 24058 3.42%
Coloured 5218 0.74%

Source: Ugu District Municipality IDP Review 2006

The highlighting of the population group is important within the scope of the study due to the political
legacy inherited by the democratically elected government in 1994. Prior to this time, government
focus in the education sector was more concentrated on the white population group, resulting in school
infrastructure and service delivery capacity in other ethnic groups being highly underdevel oped.

Education Statistics released by the Department of Education 2005 (Statistics at a Glance) show the

total number of public and independent schools in the province of KwaZulu-Natal being as follows:
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Table 3: Number of schools, learners and educators

School Type Number Learners Educators
Independent 174 56,780 9,069
Public 5,614 2,726,271 68,760
TOTAL 5,788 2,783,051 77,829

(Source: Education Satistics in South Africa at a glance 2003, DoE 2005)

The provincia statistics showing a pupil/teacher ratio in public schools of over 39.6 pupils to one
educator is considerably higher than the national average of 34.62. In the Ugu District, however, the
most recent statistics show avery different picture asillustrated in Table 4 below:

Table 4: Number of schools, learners and educatorsin the Ugu district

School Type Number Learners Educators
Primary 334 136,764 4,871
Secondary 144 75,786 2,786
Combined 31 13,938 704
Pre-primary 8 611 63
TOTAL 517 227,099 8,424

(Source: Port Shepstone District Office — EMIS 2003)

Here, the pupil/teacher ratio of 26.96 is shown to be far lower than the national average, and
accordingly one would expect afar higher level of service delivery across al school types. The study
will focus on this aspect to ascertain whether the pupil/teacher ratio playsarolein quality classroom
instruction.The Department of Education has divided the Ugu District into two (2) circuits (Esayidi and

Scottburgh). These in turn are placed into 17 divisions or wards where 517 schools are being managed.

Figure 2 on the following page is a map showing the distribution of the 517 schools over the different
municipalities and highlights the large number of rural based schools. As mentioned in the previous
section, the schoolsin the coastal strip consisting of the Hibiscus Coast and Umdoni municipalities are
generally better equipped and more affluent than their equivalents in the other four inland (mostly
rural) municipalities. Because of this phenomenon, children from these rura areas prefer to be
educated at the coastal schools and are prepared to travel considerable distances at significant
additional expense to be taught there.
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Figure 2: Schools in the Ugu District Council
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1.3 Motivation for the Study

In the context of policy formulation, South Africa experienced a major realignment of all government
policies - especially during 1995 to 1996. This ‘ White Paper Era’ followed immediately after the
substantial political changes brought about by the first democratic elections held in 1994. This period
then was followed by a phase where attention on service delivery in the public sector was emphasised.
(1997 to 2003) with afurther renewal of attention on implementation of policy by former President
Thabo Mbeki.

In more recent times, the concept of service delivery has received much attention - especially in the
sphere of local government, education and healthcare services. There are currently abundant examples

of cases where service delivery or the lack of it has been highlighted in the media.

Quality of service delivery isdirectly linked to policy and the implementation thereof — a critical factor
for the efficient performance of both the public and private sectors. The question therefore arises asto
how one would enhance policy implementation strategies to ensure successful service delivery. Idedlly,
these three concepts (policy development, implementation and service delivery) should be closely
interlinked and devel oped/implemented in relation to each other. This should result in a more coherent
approach to policy and implementation with ongoing review and performance mechanisms giving rise
to better service delivery. The study will examine performance management policies relating to the

public sector — with specific focus on the Department of Education.

The introduction of a new policy such as the Integrated Quality Management System (IQMS) requires
advocacy, training and careful monitoring. Since its inception in 2004/5 the initial thrust at provincial
and district level was on successful implementation of this important performance management
instrument. Over time, valuable insight was gained into the positive aspects as well as the flaws and
challenges that were identified since its implementation. As the co-ordinator for the Ugu District and a
member of the Provincial Training and the District Training Teams, the author was required to become
involved in the instruction of school management teams in the implementation of IQMS in the District.
This process included continuous monitoring and evaluation of the policy implementation.

Policies are continuously transformed by implementing actions that simultaneously ater resources and

objectives. It is not policy design but redesign that goes on most of the time. Who isto say, then,
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whether implementation consists of altering objectives to correspond with available resources, or of
mobilizing new resources to accomplish old objectives? Implementation is evolution. When we act to
implement a policy - we changeit. The study sets out to explore and investigate whether these factors

affect the implementation of the policy in focus.

1.3.1 Provincial and National |nformation

During the initial implementation process, regular Provincial meetings were held where the twelve
districts from the province of KwaZulu-Natal reported on the progress of the IQMS policy
implementation. It was discovered that the difficulties being experienced in the Ugu District were
similar to those experienced in the other eleven education districts. Minutes of meetings held at
National level, where each of the nine provinces, represented by provincial coordinators confirmed
these provincia reports. It was clear that this potentially useful tool for improving the quality of
education in the country, was not achieving its intended objectives. The study therefore sets out to
establish exactly what the intended objectives of the IQMS are and to ascertain the extent to which
these objectives were being met and propose ways in which they could be improved to ensure that the

policy could meet its intended objectives.

1.3.2 Regional IQMS Summits

In 2006, summits throughout the province were organized at a district level at which invited delegates
(Principals and School Development Team co-ordinators) were encouraged to air their views on the
success or otherwise of the implementation of IQMS. The Summit gave stakeholders the opportunity
to suggest ways in which the system could be refined and improved upon. Possible solutions to the
problems encountered in the first year of implementation were proposed. Similar summits were held in
each of the other eleven districts and from the report back, it was clear a very noticeable pattern was

emerging.

It was apparent that there were serious practical problems in achieving the desired goals of the policy.
This prompted the need to investigate the reasons for the obvious failure and to identify which features
of the appraisal system were working efficiently. This involved researching international models of

teacher appraisal with the aim of identifying best practice in the field.
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An issue requiring investigation was that as policies often have roots originating from the more
developed areas of the world, is it practical to assume that they are indeed as easily portable and
transferable to less developed countries as policy makers would like to assume? The vast divide
between rural and urban schools aso needs to establish whether it is fair to implement the same policy

in schools where the learning and teaching environments are literally worlds apart.

Performance Management within the education sector is relatively new resulting in a deficiency of
research based information on teacher appraisal in third world countries. This study will therefore in
itself be beneficial to education policy makersin African and other Third World states.

Thetopic thusisrelevant and isintended to add to the existing body of knowledge on the subject.

1.3.3 Need for Appraisal in the South African Context

While the need for teacher appraisal will be discussed further in the Literature Review in Chapter
Three, it is open to discussion whether a global “one size-fits-all” approach is the solution in our newly
developed democracy. This is particularly true as has been stated with the huge divide which exists

between urban and rural schools.

Mounting public concern over required action in the education system is evident by the number of
public reports and investigations which have been launched over the last few years. Some of these
concerns are voiced in the following accredited Audits, Reports on studies undertaken, and
observations from leading educationists nationally. A selected number of these will be discussed in the

following section.

1.3.4 National Teacher Education Audit

In 1995 the Ministry of Education commissioned the first-ever South African National Teacher
Education Audit. The audit report highlighted the following:

- Fragmented provision of teacher education;
- A mismatch between teacher supply and demand, and

- High numbers of unqualified and under-qualified teachers.
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This situation obviously has had a negative impact on the quality of teaching and learning that is
presently taking place in South African classrooms. The findings of the audit are relevant to the study
in that the question has to be asked whether it is fair to use the same evaluation instrument for qualified
and unqualified teachers. It is aso relevant to the study since there is a need to establish how the
IQMS can assist unqualified and under-qualified teachers to develop so that they are on the same level

astheir qualified counterparts.

The Audit also showed that a third of the teaching force at that time was engaged in qualifications-
driven in-service education, and that in many instances, though there were considerable rewards in
terms of salary increases, such qualifications had little or no impact on classroom practice. Despite a
huge effort and the commitment of resources by Provincial Departments of Education, Universities,
NGOs, Community Based Organisations (CBOs), Teachers Unions and Faith-Based organisations
which have actively engaged in conducting in-service education, current provision remains fragmented
and un-coordinated and the resulting impact therefore is rather limited . These findings point to the
need to find away to coordinate the teacher devel opment programmes so that these programmes have a

more meaningful impact on the teaching force.

In support of these findings, the report of the 2003 Trends in International Mathematics and Science
(TIMSS) Study showed that South African teachers have extensive development opportunities, but the

evidence of poor learner performance shows that these have had a limited impact.

The TIMSS studies measured grade eight learning achievement in mathematics and science in several
countriesin 1995, 1999 and 2003. South Africa s performance was disappointing: in both the 1999 and
2003 TIMSS studies showed that our learners attained lower average test scores in both mathematics
and science than all other participating countries (including other African countries, such as Morocco,
Tunisia and Botswana). Out of an imputed maximum score of 800, the average South African
mathematics score was 275 in TIMSS 1999 and 264 in TIMSS 2003. The average science score was
even lower: 243in TIMSS 1999 and 244 in TIMSS 2003.

These findings were already documented in an earlier project in 1999 known as the President’s
Education Initiative Research Project or PEIRP.
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1.3.5 ThePresident’s Education Initiative Research Project

The President’ s Education Initiative Research Project (1999) was established with the aim of providing
ascientific basis for the future planning and implementation of educator development and programmes
to support teachers with obvious deficiencies. The project concluded that the most critical challenge for
teacher education in South Africa was the limited conceptual knowledge of many teachers. This
includes poor grasp of their subjects as evidenced by a range of factual errors made in content and

concepts during lessons. The Report states:

“The quality, depth and sophistication of subject matter knowledge among South African
teachers is perhaps the single most important inhibitor of change in education quality

measured in student achievement terms.”
This must therefore negatively influence the ability of learners to progress to acceptable academic
levels. Further evidence of the shortage of necessary skills particularly in rural areas was highlighted in
the following report conducted in 2005.

1.3.6 Report of theMinisterial Committee on Rural Education (2005)

Since the mgjority of public schools are located in rural areas, the Education Ministry commissioned a

report on the effects on teaching and learning due to the conditions characteristic of these areas.

The Report of the Ministerial Committee on Rural Education (2005), highlighted specific challenges

facing teachersin rural schools:

A shortage of qualified and competent teachers;

- Problems of teaching in multi-grade and large classes;

- Under-resourced school facilities; and

- Limited access to professional development programmes for teachers. The courses and
accommodation may be provided for by the Department but teachers have to pay transport to get
to the place of training. This has been seen to be an inhibiting factor in promoting in-service

development.
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As the research was conducted in an area which is predominantly rural, the above challenges are thus
present and prevalent in many schools included in this particular study. The focus of the investigation
will be to determine how IQMS can contribute to meeting the needs of educators to overcome the
challenges identified. National and provincial education ministries have long been concerned about
these particular challenges and have publicly commented on these on a number of occasions. Some of

these are discussed in the next section.

1.3.7 Observationsfrom National and Provincial Perspectives

Since 1994 the Ministry of Education has introduced a significant legal framework to address previous
inequalities within the educational environment. The best laws and policies, however, will have little
impact if the spirit of these laws and policies are not taken into account by the implementers.

The former National Minister of Education, Mrs Naledi Pandor said at the provincial conference of the
South African Principals Association (SAPA) in Limpopo, on 9 June 2006:

“ A startling phenomenon is a fact | have observed in the past two years. There are hundreds
of school principals and teachers throughout the country who appear satisfied with
mediocrity. These are those schools that consistently perform below par despite every effort
by Government and by district officials. Given the massive investment that our country
makes in education we have to ask ourselves the hard question: Can South Africa continue
to afford failing schools, failing leadership, failing educators? If the answer is* no”, what

can be done to move education from mediocrity to excellence?”

At the same conference she also stated that there is no room for mediocrity or persistent absenteeism
and alcoholism in South African schools, suggesting that thisis currently prevalent. It is suggested that
the IQMS is the ideal tool to assist teachers to move from the mediocrity bracket to the excellence
category but that can only be achieved if the process is effectively implemented, supervised and
monitored.

The sentiments of the National Minister were echoed by former KwaZulu-Natal Education Member of
the Executive Council (MEC), Ina Cronje when she spoke to teachers when schools opened for the
2007 academic year on Wednesday 17 January 2007, saying:
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“Don’'t cheat our children. Success doesn’t fall out of the sky. Everyone needs to work hard
SO We can improve our passrates. Don't give us excuses about why you are not teaching our
children, teach them?”. (The Independent on Saturday, 20 January 2007)

An effective and efficient appraisal system should assist in identifying the “cheats’ in the system and
allow appropriate action to be taken to remedy the situation.

The minister was strongly referring to the findings of the Human Rights Commission which in 2005
held Public Hearings on the right to basic education.

1.3.8 Human Rights Commission on the Right to Education (2005)

The Constitution of South Africa provides every citizen with the right to receive a basic education. The
South African Human Rights Commission (SAHRC) as the publicly appointed watchdog, ensures that
the Constitution is adhered to by holding regular public hearings to investigate particular issues
affecting the policies embedded in the Constitution. The Department of Education came under the
spotlight in 2005, with areport being released by the Commission in 2006.

The following statements are taken from the most obvious findingsin this 2006 report:

i) Teacherslack passion and a culture of learning and teaching

The Report highlighted low teacher morale as a serious issue. It was found that 54% of educators
indicated that they had thought about leaving the education environment, whereas 29% indicated that
they thought about this often. The most likely reason given for a teacher to quit is a change in career
choice. Other reasons for leaving include low job satisfaction due to lack of career advancement and
recognition and dissatisfaction with teaching conditions (e.g. working hours, work load, policy
overload, lack of disciplinein the classroom and lack of respect from learners).

The extreme prevalence of low morale undoubtedly impacts on behaviour and the many accounts given
of teachers not caring, arriving late or simply not being in the classroom are testimony to this. The
intentions of IQMS are to boost the morale of classroom practioners and to encourage teachers to
approach their work in a more professional manner. It could be said that if this is not happening, the

appraisal system is not working.
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ii) Teacherslack training in the New Curriculum

There have been significant shifts in changing the direction of the curriculum for reaching a quality
education for al — the most recent being the Outcomes Based Education Curriculum implemented in
2006.

At the Human Rights hearing, many role-players stated that teachers have not been sufficiently taught
how to implement the new curriculum and struggle to do so. Teaching resources are often not available
or some teachers do not know how to use them. The IQMS isintended to identify the needs of teachers
and develop them in these areas to equip them to competently transfer this knowledge to the learners.

The new National Curriculum Statement places more emphasis on life skills, mathematical literacy and
Africa — particularly the continent’s history, geography, music and dance. School subjects are also to
be changed to foster the skills needed for a democratic society and a globalised world. This new
method is almost in direct contrast to the previous system where learners were required to learn basics

by rote rather than focusing on personal development.

The Education Roadmap compiled at an education meeting organized by stakeholders in the in the
educational sector in Gauteng on 9" November 2008 and reported in the Mercury on the 14™

November 2008 confirmed these findings.

iii) Lack of Departmental Support

The Human Rights Commission Report also mentions a point raised by the South African Democratic
Teacher Union (SADTU) (representing 220 000 of the 430 000 teachers in both private and public
schools), who asserted that clear departmental strategy for teacher development and ongoing support is
not present.

It is apparent that to effectively manage an appraisal system where teacher increments, promotion,
retention, inter alia were to depend upon the results of the evaluation process, then such a process
needs to be clear, concise, comprehensible, attainable, standardized, nationalized and properly
supervised. The aim of the study is to ascertain whether these elements are indeed present in the

appraisal system adopted by the South African teaching fraternity. The last element, namely
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supervision is critical to the entire process and it is a cause for concern that it is perceived to be lacking

and the study aims to explore whether this perception is true or false.

iv) Teachersuse old methods of teaching

Despite the introduction of the Outcomes Based Education (OBE), many teachers have not changed or

have been unable to change their teaching methods. The Human Rights Commission report states that:

“School days are dominated by formal and customary procedures such as greeting,
cleaning, assembling, praying, writing, corrections and taking dictation. There is no

reference to spontaneous interaction during lessons.”

These activities dtill reflect the previous more formal teaching methodology and many teachers
struggle to shift their focus on the more modern approach to learning, thus compromising the intended
outcomes of the new curriculum. Once again the IQMS is an instrument that is intended to ensure that
al teachers are fully equipped to deal with their changing roles. This can only take place if the
instrument is used in the manner in which it was intended to be used. A focus area of the study will be
to establish if the tool is being correctly used.

V) Teachers have too many children in their classes

As dtatistics reflect average class sizes, averaging around 34.62 pupils per teacher nationally with 39.64
in KwazZulu-Natal, there is great evidence of teachers having even larger classes — up to 100 learners.
Thisis particularly true in rural and township schools. The teachers may be employed at the school, but

a shortage of classrooms often means that classes are combined and teachers take turnsin teaching.

Learner/ teacher ratios impact on the quality of teaching and learning that takes place within a
classroom and can also negatively affect morale of both the teachers and the learners. The reasons for
certain schools having varied ratios and the impact this has on teacher and learner performance form
part of the study and will be elaborated upon.
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vi) Teachers are disconnected from the community

It is difficult to recruit and retain teachers in rura areas, since most teachers prefer to teach in urban
schools closer to where they live. Many educators in these schools live some distance from the school
where they work. The Commission established that teachers in rural areas are mostly women who live
on average 36km away from the school where they teach and who prefer not to move into the area
close to the school. The Ugu empirical study found this to be the case in the rural schools included in
the study.

Another reason why teachers commute on a daily basisis that they prefer to send their own children to
the more sophisticated urban schools which are perceived to offer a better standard of academic
achievement.

This area of research is a serious indictment on educators. Educators must do some introspection and
ask the question whether they are in the profession to earn aliving or whether they are passionate about
the profession - committed to delivering a service that will make a meaningful contribution to this
adolescent democracy. IQMS calls for self appraisal and introspection but the perception is that thisis
a superficial exercise and teachers tend to rate themselves too highly. The study will investigate and

€elaborate on these perceptions.

vii) Time on task and task on time

The Report of the Human Rights Commission on the Right to Basic Education (2006) found that
teachers were not spending enough time in the classroom. This absenteeism is a factor which would
severely hamper the efficiency of the appraisal system and the education system as a whole. As has
been stated before, but is worth repeating, IQM S is intended to monitor the growth and development of
teachers, but if they are not present to be monitored and developed, it defeats the objectives of the
appraisal system. The study considers the negative impact absenteeism has on both the evaluation and
teaching and learning processes.

Another report — Educator Supply and Demand (HSRC 2005) conducted on behalf of the Education
Labour Relations Council (ELRC) as well as research conducted for the ELRC on Teacher Workloads
and the number of hours they spend on their different activities have investigated the amount of time

teachers spend teaching.
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The most important findings of these latter reports have been summarized as follows:

- Anaverage of 16 hours per week is spent teaching (or 3.2 hours a day) out of an expected range
of between 22.5 to 27.5 hours per week; and

- Significant differences exist between urban, semi-rural and rural areas — generally educators in
urban areas spend more time on teaching and administration than their counterparts in rural
areas; educators spend atotal of 38.3 hours on their work in rural areas, 41.5 hours in semi- rural
areas and 43.8 hours in urban areas. The general decline in time spent across the week is
strongest amongst educatorsin rural areas.

This issue was raised many times during the Public Hearing of the Human Rights Commission. The
pattern of inequality repeats itself: the poorer the school, the less likely the teacher is to be in the
classroom. A study in 2005 showed that teachersin former White schools spent 19.11 hours on average
teaching per week whereas in African schools, teachers spent 15.18 hours teaching. This behaviour
persists despite teacher unions insisting that they are not tolerant of teachers who are not in the

classroom. The Department is aware of the problem and states quite frankly:

“No training is needed to arrive at school on time or to teach for the full seven-hour day.”

Reasons given for teachers not being in the classroom included:

- Teachers ssimply not arriving on time or leaving early;

- Involvement in union meetings and activities;

- Departmental training, functions, workshops and conferences;

- Attendance of cultural events such as funerals;

- IlIness; and

- Many teachers have businesses and spend time there rather than at school.

Thus, it is argued that a basic starting point in addressing educational challenges in the country is
simply to ensure that teachers are in their classrooms. It is also argued that an appraisal system for
teachers would need to monitor the attendance rate of individual teachers and after taking the reasons

for absence into account reflect attendance rate as part of the evaluation process. The study will explore
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the fairness of the system considering that the same instrument is used to evaluate urban teachers who

spend considerably more time in the classroom than those teaching in the rural schools.

The results from these hearings presented a picture of alarge number of teachersfailing in their role as
educators. The reasons for this were varied, and as many of these issues are relevant to this study, will
be discussed in more detail later in the Literature Review (Chapter Three). Suffice it to say that IQMS
should provide the mechanism to identify “the large number of teachers failing in their role as

educators’ and processes put in place to deal with those who are failing.

The views expressed by the former National Minister, the former KZN Education MEC and the
SAHRC have also been voiced by commentators well qualified to speak on the need to take steps to
enhance the capacity of the South African teaching force. These are briefly referred to in the next

section.

1.4 Other Evidence on the Need to Improve Educator Performance

In 2001 one of the better known education commentators, Dr Nick Taylor — co-ordinator of the
Presidential Education Initiative Research Project (PEIRP) report, wrote:

“There is no question that the South African School system is one of the most inefficient in
the world, if not at the bottom of the pile. This, despite high levels of spending as a
percentage of Gross Domestic Product (GDP)” .

This observation is critical to the study as there seems to be a lack of output compared with the
excessive input costs relating to teacher performance. The theoretical model presented in Chapter Two,
referred to as the Integrated Organisation model will seek to support or reject the views expressed by
Taylor and others supporting this view such as Dr Luis Crouch, a respected educational economist and

technical adviser to South Africa s Department of Education who in 2005 wrote :

“There is little doubt that the two biggest problems South Africa faces are the extreme
inequality in actual learning achievement and the relatively low level in this achievement

acrossall groups’ .
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In the same year Professor Jonathan Jansen, educationist, academic and now Vice Chancellor of the

Free State University, said

“ ...despite significant national investment in education and formal equalization of education
expenditure across provinces and population groups, educational outcomes are not only
hugely unequal across schools, but also far below standard in comparison with other middle
or even far lower income countries as we seein the discussion of SACMEQ11” .

Thus, overwhelming evidence exists proving that despite efforts to rectify the situation, further action
needs to be taken: the quality of service delivery in the Education Sector has come under the spotlight
in al provinces across the country. In order to identify and recommend solutions, the history of the
performance systems and the resultant IQM S need to be reviewed.

1.5 Development of Appraisal Systemsin South African Schools

After the integration of the education system in 1994, the South African Ministry for Education
recognised the need to evaluate teacher performance and put in place processes to improve the quality

assurance measures.

The procedures introduced are summarized in Table 5 below:

Table 5: Development of the Appraisal System

Date Agreement/Gazette System
28 July 1998 (Resolution 4 of 1998) Developmental Appraisal System (DAS)
July 2001 Gov. Gazette No. 22512 National Policy on Whole School Evaluation (WSE)
10 April 2003 (Resolution 1 of 2003) Personnel Administration Measures (PAM)
August 2003 (Resolution 8 of 2003) Integrated Quality Management System (IQMYS).

Note:

a) WSE is a system by which the quality of education provided by schools can be assessed. It links the evaluation
carried out by schools themselves (internal evaluation or school self-evaluation) with an external evaluation carried
out by national supervisors.

b) IQMS is informed by Schedule 1 of the Employment of Educators Act, No. 76 of 1998 where the Minister is

required to determine performance standards for educators in terms of which their performance isto be evaluated.




Chapter One: Overview of the Empirical Study 20

During the 1980s schools became sites of struggle against apartheid — particularly against the
inequitable and fragmented education policies implemented. As a result of the political conflict, strong
teacher unions started to emerge during the 1990's, resisting the enforced government policies
regarding education. While the battle against apartheid escalated, schools became ‘no go’ zones for
circuit inspectors, subject advisers and any other employee of the Department of Education who was
seen to be perpetuating the undemocratic status quo. It was during this period that the idea was
proposed of developing an appraisal system acceptable to al stakeholders — the idea being that it
should focus on enhancing the competency of educators and aso improve the quality of education.
After much negotiation between unions and the Department of Education starting in 1993, eventually
in October 1994 the following key issues with regard to a proposed new appraisal system were
resolved:

- General agreement of the guiding principles
- Overall consensus on the nature of the instrument
- General agreement on the need to pilot the appraisal system (with post level one educators)

before implementation.

On the basis of these agreements, the Education Policy Unit (EPU) of the University of the
Witwatersrand conducted a pilot appraisal in 1995-96. The experiment proved a success and based on
this and other evidence, policy makers moved towards developing a national performance
measurement system within the department. Finally in July 1998, at the Education Labour Relations
Council (ELRC), agreement was reached that there would be an appraisal system and the features of
the system were agreed upon.

The principles and practice of the initial system, known as the Development Appraisal System (DAS)
were made law, as part of the Personnel Administration Measures (PAM) document during 1999. It
now became compulsory for all educators to be appraised. DAS struggled to take off and there was
much resistance to the system by all stakeholders particularly the most powerful teacher union
(SADTU).

According to the major unions represented in the ELRC (SADTU, NAPTOSA and SAOQOU),
implementation of this original teacher appraisal system at school level was misinterpreted as a
punitive measure rather than a teacher development instrument. Teachers themselves felt that the extra

time and paperwork required was unnecessary, as the effort was not linked to any significant monetary
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gain. As aresult of this, further developments on quality management in education were effected and

finally agreed upon.

After the implementation of DAS proved to be unsuccessful, additional negotiations amongst the
various stakeholders produced a succession of further appraisal systems. The overriding aims of each
of the programmes were finally brought together under the umbrella of the Integrated Quality
Management System (IQMS) and are briefly described as follows:

Developmental Appraisal (DAS): which relies on peer and self-assessment and is geared towards the
development of an individual teacher’s personal professional growth plan. This is also linked to the
SACE Portfolio Development Project which encourages teachers to record evidence of their
developmental trajectory as professionals to use as a baseline for eligibility for pay, salary progression

and/or promotion;

Whole School Evaluation (WSE): which focuses on schools as institutions developing a School
Improvement Plan, including the accumulated needs of individual teachers as established in the DAS
policy; and Personnel Administration Measures (PAM): which provides rewards (in the form of grade
or salary progression) for individual teachers successful completion of their personal growth plan in

relation to declared performance standards for each post level.

The idea of combining the best elements of these policies resulted in the new appraisal system now
known as the Integrated Quality Management System (IQMYS).

1.6 Performance Management Systemsand IQM S

Managing performance of any system and individuals within a system is identified as being key to

bringing about changes to the organization.

As Abedian, Strachan and Ajam noted (1998:81), Performance Management is basically concerned
with measuring, monitoring and evaluating performance, and then initiating steps to improve
performance where it is warranted. IQMS is thus fundamentally concerned with measuring, monitoring
and evaluating performance, and then initiating steps to improve performance where it is warranted.
The perceived problem with IQMS is, however, that that what is being measured in the classroom is
not necessarily the same for each of the subjects being taught. Monitoring of the process also varies
from institution to institution as are the criteria used when performance is evaluated. Some schools
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tend to award consistently high scores, whilst others are reluctant to award high scores thus penalizing
the teachers that are being evaluated. The study will investigate the need to introduce some form of

moderation so that there is consistency in the process.

The Department of Public Service and Administration in the White Paper on Public Service Training
and Education (1997) widely defines performance management as relating to all the processes and
systems designed to manage and develop performance at the level of the public service, particular
organizations, components, teams and individuals. Teachers are part of the public service and are thus
bound by the policies and prescripts laid down by this body.

The major aim of teacher appraisal isto develop teachersin order to improve their curriculum delivery
in schools and consequently improve the quality of education. An efficient and effective education
system should strive to provide a complete strategy for the successful recruitment, retention, and
professional development of teachersin order to meet the social and economic needs of a country. The
objective of such a system isto achieve a community of competent teachers, who are committed to the
provision of an education of quality, ensuring high levels of performance as well as ethical and

professional standards of conduct.

The goals and purposes of professional appraisal may be summarized in two categories as follows:

Evaluative purposes include decisions on pay, promotion, demotion, retrenchment and termination.
Developmental purposes include research, feedback, management and career development, human
resource planning, performance improvement and communication (Schuler, Dowling, Smart and
Huber; 1992).

This view is supported by Ingvarson and Chadbourne (1994) who state that there are two basic reasons
why teacher evaluation are necessary. These are:

- Teachers must be accountable. They must be able to make explicit what they do and why they
aredoing it.
- Teachers must develop professionally since the context and the knowledge base of their work

is constantly changing.
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The two purposes of evaluation or appraisal, that are outlined above as being similar if not identical,
are referred to as summative evaluation which is evaluation for the purpose of obtaining information
for the making of personnel decisions, and formative evaluation which is evaluation for guiding

professional career development. (Scriven, in Ingvarson and Chadbourne, 1994).

Since the expansion of the education system of South Africa in the 1990s as a result of the cardinal
reforms, there has been concern about quality. One of the quality assurance measures introduced in
South Africa was teacher appraisal. The current teacher appraisal scheme in South Africa was
introduced in 2003 as a non-threatening, valid, and extensive system to develop the individual and the
school. The links between teacher appraisal and the concept of Whole School Development will be
investigated in the study.

In discussing the general problems that have been encountered with the introduction of a teacher
appraisal mechanism in South Africa, the good intentions of the final product — QM S — would appear
not to have been fully met. This performance measurement tool in South Africa appears to be
experiencing teething problems which could be attributed to causes arising from the following broad

categories:

- Problems due to the mismanagement or lack of management of the education system as a
whole;

- Problems arising from the evaluators who may not understand the importance of their
activities; and

- Problems arising from the appraisees who might resent being monitored and evaluated as well

as the subsequent paperwork involved.

The study will investigate the extent to which the problems mentioned above are prevalent in the
IQM S implementation process and to find solutions should they indeed be present.

When compared to other appraisal models in use in the international arena — both in the commercial
and public sectors, many components of the South African IQMS are seen to be theoretically correct,

and should therefore potentially be in a position to achieve the intended objectives.

The system should be perceived to be effective in doing what it set out to do — in other words: Are all

of those who are involved in the system aware of its intentions and objectives? Are these perceived to
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be effective? Ultimately what any performance management system should strive to achieve are the

following:

- The system should motivate teachers to improve their performance;
- The system should assist teachers to develop professionally;
- The system should improve learner achievement; and

- The system should make the school alearning organization

Elaborating on the above, an appropriately designed and implemented appraisal system should
motivate teachers to improve their individual performance through professional development, which
should in turn be reflected in improved learner achievement. The study will investigate whether IQMS

is conforming and achieving the objectives listed above.

In South Africa the national and provincial Education Departments are obliged to provide an enabling
environment for the preparation and development of teachers. However, it is idealy primarily the
responsibility of teachers themselves, guided by their own professional body, the South African
Council for Educators (SACE), to take charge of their self-development by identifying the areas in
which they are lacking, and to use all opportunities made available to them for this purpose — as
provided for in the Integrated Quality Management System (IQMYS).

1.7 TheCurrent System in South Africa

At present, the teacher’ s performance is evaluated by the school head of department in the presence of
one of the teacher’s colleagues. The teacher is then given a rating that determines the salary increase.
This system is open to abuse as collusion can take place between the role players in order to
fraudulently inflate the scores.

The study will investigate the extent to which this negative practice is taking place in the
implementation process.
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1.7.1 Teacher Unions

Teachers are the largest single occupational group and profession in South Africa - numbering close to
430 000 in both public and private schools. Their role has strategic importance for the socia,
intellectual, moral, cultural and economic preparation of the youth of the country. Teachers work in
extremely complex conditions, largely due to the insidious legacies of apartheid, but also as aresult of
the massive amount of new policies introduced in order to bring about much needed change in
education.

With the rise of teacher unionism within South Africa, policies and decisions relating to the
educational system were largely shaped in partnership with these organizations. As highly important
political bodies, these unions have proved to be so powerful that at present, they control strategic
appointments within the educational system.

The result of these politically inspired appointments has often resulted in unsuitably qualified people -
lacking the necessary experience - being placed in positions requiring a level of competence far higher
than that possessed by the appointee. This situation is verified by the National Skills Audit conducted
by the KZN DoE (2000) which showed most employees being woefully below the expected level of
competence. The Education Roadmap referred to previoudly states that in 2004, teachers' baseline tests
showed that the majority of teachers scored less than 50% on literacy and mathematics tests.

This factor strongly impacts on the quality of service delivery as capacity within the department has

been seriously undermined by this practice.

1.7.2 In Service Teachers

It is known that most currently serving teachers received their professional education and entered
teaching when the education policy was an extension of the apartheid scheme. The fact that the whole
structure was fragmented and organised in racially and ethnically divided sub-systems has been well
documented. The present generation of teachers is the first to experience the new non-racia,
democratic transformation. Since 1994 they have had to deal with the rationalization of the teaching
fraternity into a single national body and the introduction of new curricula requiring far greater

professional independence. This means that teachers are required to acquire new knowledge, skills and
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applied competences, including the use of new technologies whilst at the same time allowing for

radical change in the demographic, cultural and linguistic composition of the classrooms.

1.8 Statement of the Problem

Policy implementation is frequently a problem since it operates at multiple levels and is influenced by
multiple actors. The success of policy implementation in the public sector depends on the
understanding that implementers have of the intended objectives of the policy at for example national,
provincia and local levels. The conditions for creating an enabling environment at local levels show
that these in themselves are considerably different and that the successful implementation of a policy
will depend on amongst other factors, what is known as the 5-C protocol which is used to study the
variables in the implementation process. Very briefly the protocol looks at the content, context,
commitment and clients and codlitions that policy implementation has to traverse before it can be
evaluated. The fact that conditions are not the same at all institutions where the same policy has to be
implemented, is the focus of the study and becomes the statement of the problem. This essentially is
that the Integrated Quality Management System policy should theoretically be implemented
consistently at al schools in the country. The perceived problem is that this does not appear to be the
case. The reasons for this will be investigated in the study and the effect it has on the effective

implementation to achieve its intended objectives of the policy will be explored.

An appropriately designed teacher appraisal system should be crafted and drafted to be able to be used
in any school in the country at a single moment in time. The stark redlities of the vastly differing
conditions under which teachers work for the same Department in South Africa, are perceived to
suggest that a single appraisal policy for al teachers is not achievable. The study will place focus on
this perception.

Theoreticaly an appraisal system should motivate teachers to improve their individual performance
through professional development, which should be reflected in improved learner achievement. In the
ideal system, teacher appraisal should enhance collegiality and collaboration between teachers, making
schools learning organizations. The study will therefore compare two real-world scenarios, one is an
ideal, problem-free system that is functioning optimally, and the other, which is the target of this
research, a scenario in which specific problems are causing the ideal system to be dysfunctional. The
ideal model would thus encapsulate the following precepts:
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IQMS is perceived to be a policy that is being implemented consistently and fairly at all
schools within the system so that it is being effective in motivating all teachers to improve
their performance through professional development which in turn enhances learner

achievement and is able to improve relationships among staff members.

19 Summary

It is clear that quality education requires that students have the right to learn, teachers have the duty to
provide it, but at the same time the teachers have to have their own rights taken into account. These

rights are two-pronged: technical-professional and socio-political.

The technical-professional rights include having the necessary support, materials and infrastructure to
do their job. The socio-political rights include having the right to have their voices heard and not just
doing what they have been instructed to do, developing an individualistic and critical approach to their
work .These rights are enshrined in the principles of IQMS and should be supported by the necessary
structures. The study will investigate the extent to which these rights have been consistently recognized

in the implementation of IQMS.

1.10 Objectives of the Study

Having acknowledged the problems, the following objectives have been identified:

To investigate whether the policy is being consistently implemented at all schools;

- To determine to what extent the teachers and administrators are satisfied with the present
evaluation instrument. (To identify the perceived effectiveness of the teacher appraisal and
performance measurement programs);

- To study the effect teacher evaluation has on teacher professional development. (To evaluate
the extent to which developmental appraisal systems motivate teachers to improve their
performance);

- To examine what can be done to enhance the present teacher evaluation process and practices;
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- To measure the extent to which evaluation can improve teacher performance. (The extent to
which developmental appraisal systems motivate teachers to improve their performance);

- To examine what the benefits of teacher evaluation are;

- To determine whether student achievement should be linked to teacher performance;

- To evauate the effect that the implementation of developmental appraisal systems have on the
rel ationships between School Management Teams and the teaching staff; and

- Torecommend ways in which the system can be improved.

1.11 Research Questions

To do this the following questions will be addressed:

- What are the perceptions of teachers of the appraisal programmes?

- Which features of the teacher appraisal policy are perceived to be effective?

- How do appraisals succeed in motivating teachers to improve their performance?

- What correlation is there between learner achievement and teacher performance?

- How do appraisal programs provide assistance for teachers to develop professionally?

- What effect do appraisa programs have on the relationships between School Management
Teams and the teaching staff?

- Should unqualified and underqualified teachers be evaluated; and should principals who do not
teach be evaluated?

- Isthe IQMS being consistently being applied at all schools?

1.12 Overview of Research Design

1.12.1 Introduction

The research design and methodology will be discussed in detail in Chapter Five. The purpose of this
section is to provide an overview of the process and explain why the researcher opted for the chosen
methodology. The intention is to stress that the researcher recognises that good research requires the

development of aresearch design that is fully compatible with the needs of the topic and that the most
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appropriate research design should be one capable of enabling the researcher to achieve the research

objectives. Thefirst step will be to conduct a literature review.

A literature survey is usually a critique of the status of the knowledge on a carefully defined
educational topic (Schumacher and McMillan:1993). It is undertaken to gain the insight, views and
findings from previously conducted studies by other researchers. It is, therefore, crucial to review the
literature in order to unlock the significance of the study, avoid unnecessary duplication, select the best
methods, to identify flaws in the body of knowledge and suggest possible remedies. Therefore, a
literature survey will be used to develop a framework and to discuss the teacher evaluation systemsin
use nationally and internationally. It will also provide an assessment of professional development
strategies for teachers.

The focus of this study, namely, to investigate the extent to which the policy is being consistently
being implemented at all schools and whether teachersin the Ugu Education District regard the current
system of teacher appraisal in schools as professionally constructive, will require that both quantitative

and qualitative approaches be used.

The former will be employed in the interest of representivity of the views expressed, and the latter for
the purposes of more in depth probing and the verification of the quantitative data. The use of
multimethods in this study will secure optimal understanding of the phenomenon in question -
involving the research dimensions of both breadth and depth (Cresswell,1994; Denzin and
Lincoln,1998; Salomon,1991).

The quantitative approach will involve a questionnaire survey. The questionnaire will consist of forty
eight closed questions. For these closed questions the Likert scale will be used. A pilot study would be
donein afew selected schoolsin and around Port Shepstone.

This approach will also involve individua semi-structured interviews with participants representing
various levels of experience and managerial involvement in the process of teacher appraisal.

Since surveys typically use questionnaires and interviews in order to determine the opinions, attitudes,
preferences and perceptions of persons of interest to the researcher, these were the instruments

identified as being the most appropriate for the study.
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1.12.2 Sample

In most research work generalizations are made to draw inferences based on samples about the
parameters of the population from which the samples were taken. According to Kothari (2003) the
researcher quite often selects only afew items from the universe for study purposes. All thisis done on

the assumption that the sample data will alow to estimate the population parameters.

This study defined the population as all state paid educators employed at public schools in the Ugu
District, including teachers, heads of department, deputy principals and principals. The sample was
selected irrespective of age, gender or race group. By selecting part of the elements of the population,
conclusions will be able to be drawn about the entire population. Therefore the population will be the
total number of teachers on which some inferences will be able to be made. The methodology of
defining the sample for the study is elaborated on in Chapter Five.

1.12.3 Data Collection and Analysis

The capture and analysis of the questionnaire data will be computerised. For the analysis of the
responses on the open questions a coding frame will be drawn up, aso providing for verbatim

reporting of responses where applicable (Bell, 1993:107; Oppenheim, 1992:266).

For the analysis of the interview data, the tape-recordings of the interviews will be transcribed. The
typed transcript data will then be coded. From the codes (or categories), patterns and themes will be
identified and described in an attempt to understand the meanings of these categories from the

perspectives of the respondents, with verbatim texts included where appropriate.
1.12.4 Reliability
Reliability will be ensured by cross-verifying a) questionnaire data with interview data, and b) data

provided by respondents from different post levels. The field notes made after each interview will be
checked to verify the interview data.
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1.12.5 Ethical Measures

Questionnaire respondents and interviewees will be fully informed about the research aims and the
voluntary nature of their participation, and assured of the confidentiality of their own and their schools
identities and data provided. In analysing and interpreting the data, every effort will be made to heed

the assurances given.

1.12.6 Demarcation of the Study

This study is limited to al state paid educators employed at public schools and offices in the Ugu
Digtrict, including teachers, heads of department, deputy principals, principals and those responsible
for the overall administration of the schools such as ward and circuit managers, referred to as office
based educators. The sample selected isirrespective of age, gender or race group.

1.13 Concept Clarification

It is considered important to provide a clarification of concepts that will be referred to in the study. A

selected number of these concepts, deemed to be relevant and pertinent to the study are provided.

Teacher Evaluation Policy — this is a set of mandates, rules, and guidelines issued by a government

regarding the purpose of teacher evaluation and the manner in which it should be conducted.

Evaluation Procedures - the directions for implementing all aspects of the evaluation process in
accordance with the rules and guidelines given in the policy. Procedures specify how the evaluation is
to be conducted, designated timelines, persons responsible, forms to be used, documentation to be

provided, the analysis plan, and the steps to be followed.

Coaching - the assistance given to teachers in ways that will improve their job performance, not just
for the purpose of doing better on the evaluation, but also for the purpose of improved teaching and
increased student learning. Coaching can include reviewing teacher products related to the domains
being assessed, tutoring on the attributes being assessed, and offering feedback on the teachers
strengths and weaknesses. A meeting between the teacher and the assessor or evaluator to discuss

mutual concerns and to promote the understanding of the assessments being used; the evaluation
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procedures; the criteria and standards being applied, and how the results will be used. The conference
can aso be an opportunity to collect teacher responses if the conference includes an interview.
Coaching can also refer to teachers coaching students so that the students will perform better on a

measure used as an indicator of the teacher’ s performance.

Formative Teacher Evaluation - an evaluation conducted primarily for the purpose of improving the
teacher through identifying that teacher’s strengths and weaknesses. Formative evauation is usually
done by a supervisor or another teacher and is typically part of professional development. The
information and recommendations provided to a teacher about his/her performance based on the results
of that teacher’s evaluation and designed to help the teacher improve his’/her performance and make
decisions concerning professiona development and improvement

Professional Development - a process designed to improve specific professional competencies or the

overall competence of ateacher.

Announced Observation, Visit - an observation or visit that is prearranged with the teacher to be

evaluated and for which the teacher can prepare.

Successful Policy Implementation - a simple gauge of the success the policy has achieved in its
implementation is to measure the extent to which the policy has achieved its intended objectives.
There are, however, variables that need to be taken into account to establish where the implementation
has been successful. It might have achieved the objectives, that isit might be described as having been
effectual, however the question has to be asked whether this has been done efficiently and aso
effectively.

1.14 Exposition

Having clarified the key concepts used in this research the following is an outline of the study to be
pursued:

CHAPTER ONE: This chapter outlines the orientation of the study. In this chapter the background to
the study, the research problem and its aims, research methodology, ethical consideration and the
demarcation of the investigation is discussed.
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CHAPTER TWO: The legal and theoretical framework is provided in this chapter and a brief view of
the education situation in KwaZulu-Natal is given.

CHAPTER THREE: The literature study, which is the theoretical framework of the research will be
conducted. Lesson observation and the criteria that the Whole School Evaluation team will use to
observe educators in that classrooms will be critically reviewed as the focus of professional

development.

CHAPTER FOUR: Education and Economic Development: a comparative study of developing and
developed countries.

CHAPTER FIVE: The purpose of quantitative research, design of the questionnaire and questions
related to the questionnaire will be discussed.

CHAPTER SIX: Findings, analysis and interpretations of the empirical data.

CHAPTER SEVEN: Conclusions and Recommendations, and concluding remarks and a brief
summation of the research. Recommendations emerging from the research will be used for identifying

away forward.

1.15 Conclusion

The chapter gives an introduction to the study and the location in which the study will take place. It
provides a description of what motivated the study and elaborates on the need for an appraisal system
in the country, referring to various reports that have been commissioned by the various stakeholders in
education. Chapter One gives a brief history to the introduction of the evolution of the appraisal system
in the country and explores the current situation in South Africa emphasizing why it is necessary to
have a properly and consistently implemented evaluation system for teachersin place. This leads to the
statement of the problem which is discussed, namely the commitment of implementers to the system
followed by the research questions which seek to provide solutions to the problem. Finally an overview
of the research design is given. The reader is then given an exposition of what will be encountered.
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CHAPTER TWO
LEGAL AND THEORETICAL FRAMEWORK OF THE IQMS

2.1 Introduction

As members of the Public Service, educators are bound by the prescripts of the government of the day
and are required to adhere to the laws and policies that govern them. Education therefore resorts firmly
under the Public Administration paradigm and the study takes place in this context. Recent
developments such as globalisation and the management of knowledge have forced policy makers all
over the world - including those involved in education in South Africa and internationally to review the
manner in which policy is formulated. Educational policy has been evaluated in many industrialized
countries leading to a multiplication of reforms (Hopkins and Levin, 2000). Obviously for reasons
aready explained, educational policy in South Africa has transformed the education landscape with the
introduction of a plethora of new poalicies, including the focus of the study which is the policy on
teacher appraisal. Whether the “multiplication of reforms’ has actually made a significant difference to
transform education in this country is part of the investigation of the study.

Since the focus of this study is on the adoption and implementation of the policy on teacher appraisal,
it is interesting to note that generally, policy adoption and implementation has proved to be
problematic (Coburn, 2003; Cuban, 1998; Datnow and Castellano, 2000; Fullan, 2001; Greenfield,
1995). Similarly, the adoption and implementation of teacher evaluation in particular is problematic
(Timperley and Robinson, 1997).

The broad context of Public Service management intersects with the education policy context - a
system which has undergone massive transformation from one grounded in the apartheid paradigm of
racial segregation and inequality to a new paradigm grounded in equality of opportunity for all

learners, regardless of race, socio-economic status, gender, ability, or other personal characteristic.

One of the main challenges for education policy makers, facing the demands of globalisation and a
knowledge society, is how to sustain teacher quality and ensure all teachers continue to engage in
effective on-going professional learning. This implies that the performance of teachers has to be
appraised in order to guide the direction of the future on-going professional learning. Thisisin line
with what is required for performance management within the context of the Public Administration

framework. Although it is within this framework, it must be noted that it requires a unique approach
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within the broader Public Administration context. Many authors, including Peterson and Peterson
(2006) point out that teacher evaluation is a complex issue. The point is however that education falls
within the realm of Public Administration therefore thisis elaborated upon in section 2.2.

2.2 Performance M anagement within the context of Public Administration

The prescripts which govern Public Administration are a clear indication that departments or entities
are accountable to the legidature and the public for their performance. All departments are required to
compile annual reports according to specific requirements as set out in the various statutory documents
mostly guided by The Constitution, 1996. Legidlation and other regulatory instruments such as The
Public Finance Management Act (PFMA), 1999, the Division of Revenue Act, 2005, the Treasury
Regulations, 2004 and the Public Service Regulations, 2001 all demand that performance of
departments and individual s within these departments is managed and evaluated.

Section 195 of The Constitution of the Republic of South Africa, 1996 - which deals with basic values
and principles governing public administration, provides inter alia the following guidelines upon

which all policy frameworks are dependent:

195(1) Public Administration must be governed by the democratic values and principles enshrined in

the Constitution, including the following:

- A high standard of professional ethics must be promoted and maintained;

- Efficient, economic and effective use of resources must be promoted;

- Public administration must be devel opment-oriented; and

- Good human-resource management and career-development practices must be cultivated, to

maximize human potential.

The implications of the selected provisions contained in the Constitution are that service delivery is
paramount and all citizens must benefit from Government ideals and the programmes implemented to
achieve those ideals. Public Service officias, which include educators, are bound to ensure that society
benefits from the resources provided to departments for this purpose. Education receives the largest

portion of the National Budget and is therefore accountable to the public to ensure quality education is
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provided. Quality education requires that students have the right to learn, and teachers have the duty to
provideit. The IQMS s the instrument that will gauge whether thisis being achieved.

The above provisions of the Constitution also reflect the importance of human resource management in
the transformation of both government and civil society in South Africa. Given the importance of
education in this transformation, the management and development of education human resources
[EHR] is a vital policy lever in bringing about the “new South Africa’. Compare the ideals of the
White Paper on Public Service Training and Education (1997) and the important policy guideline —
which is the White Paper on Human Resource Management in the Public Service [HRM White Paper].
These are discussed in more detail in section 2.3.1 of the chapter.

2.3 Education assessment policy and legislative context

All countries, including South Africa are seeking to improve their schools, and to respond better to
higher social and economic expectations. As the most significant and costly resource in schools,
teachers are central to school improvement efforts. Improving the efficiency and equity of schooling
depends, in large measure, on ensuring that competent people want to work as teachers, that their
teaching is of high quality, and that all students have accessto high quality teaching. The fact that there
are high percentage of teachers who are unqualified or under qualified, would suggest that there are too

many incompetent people that are being attracted to the profession.

Teacher issues are also currently high on policy agendas because of concerns expressed by teachers
themselves about the future of their profession — whether it is sufficiently attractive to talented new
entrants, and whether teachers are sufficiently rewarded and supported in their work. Asteachersarein
daily contact with the students who potentially form the next generation of teachers, the enthusiasm

and morale of the current teacher workforce are important influences on future teacher supply.

Over the past decade, South Africa has developed a comprehensive set of policies in the field of
education with a view to transforming education in such away that the ideal of quality education for all
could become a reality. The Ministerial Committee on Teacher Education (MCTE) issued a report in
2003 which identified some main difficulties in the field of teacher education which constituted
barriers to the comprehensive transformation of education in South Africa. Various other Ministerial
Committees have reported the same to the National Minister of Education.
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Some of the most relevant reports to this study are the Ministerial Committee on Schools That Work
published in October 2007, the Ministerial Committee on A National Education Evaluation and
Development Unit released in January 2009, and the Report of the Organisation for Economic Co-
Operation and Development released in November 2008. These reports and international studies such
as the report of the Commission of the European Communities on improving the quality of Teacher
Education in August 2007, assisted in providing a national and global perspective on the issue of
teacher evaluation and teacher development. Numerous enabling Acts to change the face and direction
of education in South Africa since 19994 are discussed in the next section.

2.3.1 Education White Paper, 1995

The transformation of education in South Africa emphasises the right of all to quality education
(Education White Paper, 1995). The first intent was to redress the discriminatory, unbalanced and
inequitable distribution of the education services of the apartheid regime, and secondly to develop a

world-class education system suitable to meet the challenges of the 21% century.

There were other White Papers that followed to embrace the entire Public Sector to promote
transformation which as has been indicated, includes al government departments including the

Department of Education. Some of these are discussed below.

The White Paper on Public Service Training and Education (1997) identified the following as key to
the transformation process of the Public Sector: a change in mind-set “a shift from administering
personnel to managing people” (para 3.1.1). This has far reaching effects and strongly implies that the
management of human capital embraces the concept of managing people through the management of
their performance. Perceptions in the education sector are that there has not been a change in mind-set
in the majority of institutions, and that personnel are still being administrated rather than managed.
The IQMS is perceived therefore to be an administrative instrument rather than a management tool.
This has serious implications for the implementation of the policy and the study will investigate the
extent to which this has impacted on the process.

It further states in (paragraph 3.1.7) that: “Human resource practitioners will develop a more
professional role, providing advice and guidance to management on such matters as employment
legislation, Public Service-wide policies and horms, labour market trends, and employee development

issues.” In the context of education, this should result in the school leadership being more accountable
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for assuming this role. The mechanisms of the policy are perceived to have taken the accountability
away from the school management teams and transferred this responsibility to the school development
teams and the evaluation panels which might only include one member of the school leadership team.
The perception is that this has caused tensions between management and staff and this will be
investigated in the study.

A further important policy guideline The White Paper on Human Resource Management in the Public
Service [HRM White Paper] comments on the importance of the Public Service in achieving national
goals and points out the need for transforming human resource management practices in this regard as

follows:

“A professional and impartial Public Service which is representative of all sections of
society is essential for efficient and effective government and the achievement of South
Africa’s democratic, economic and social goals. Transforming the Public Service into an
instrument capable of fulfilling its role in bringing about the new South Africa depends on
many things but, above all, it depends on the commitment and effectiveness of its employees

which in turn depend on the way in which those employees are managed...”

Transforming the way human resources are managed is, therefore, the catalyst for the transformation of
the Public Service in genera and for the purposes of the study the education sector specifically. The
implication here is that if employees (teachers) are managed within an accepted framework such as the
IQM S the new South Africa could become reality.

The White Papers set the way for government departments to map their way forward in crafting policy
to meet their own particular needs and the Education Department set about creating policy that would
entail various enabling legislation to be introduced to assist the system to manage its resources as cost
effectively as possible. These prescripts alude to the management of the system with particular
reference to the management of human resources that will be the key to transformation of the education
system.

Again the implications for education are that teachers need to be managed in order to gauge their
effectiveness, commitment and level of competence. Only in this way will the key to transformation of

the education system be found. The IQMS is the one instrument that can measure the effectiveness and



Chapter Two: Legal and Theoretical Framework 39

competency levels of educators and could therefore be the key to the transformation of the education

system.

Enabling legislation to support educators and the education system as a whole has come at arapid pace
and this has had a mgjor impact on formulating policy on human resource development, such as the
IQMS policy, and a brief discussion on relevant prescripts within the Department of Education is

presented in the following sections.

2.3.2 National Education Policy Act (N0.27 of 1996)

According to the National Education Policy Act (No.27 of 1996), the Minister is mandated to direct
that standards of education provision, delivery and performance are monitored. Evaluations need to be
carried out under the aegis of the National Department annually or at specified intervals, with the
object of assessing progress in complying with the provisions of the constitution and with national
education policy. This Act also specifies that, should the evaluation reveal that a province is not
complying with the provisions of the Constitution or National Education Policy, the Political Head of
Education in the affected province has to account to the Minister in writing within 90 days. The Act
a so contains the Norms and Standards for Educators (2000) which provides a profile of what a teacher

isrequired to be. These are inter alia:

i) aspecialistinaparticular learning area, subject or phase;

i) aspecidist in teaching and learning;

iii) aspecialist in assessment;

iv) acurriculum developer;

v) aleader, administrator and manager;

vi ) ascholar and lifelong learner; and

vii) aprofessional who plays a community, citizenship, and pastora role.

The perception is that IQMS does not necessarily measure these profile elements and the study will
investigate the compatibility of the two policies as well as those quality requirements for teachers
stipulated in the South African Council of Educators Act.

There is widespread recognition that education systems need to have clear and concise statements of

what teachers are expected to know and be able to do, and a teacher profile such as the one given
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above, should to be entrenched throughout the school and teacher education system, and it is argued,
should contribute to the criteria used for teacher appraisal. It is also argued that teacher competencies
need to stem from the objectives for student learning, and provide profession-wide standards and a
shared understanding of what actually counts as proficient teaching. The norms and standards as
described above do not provide an understanding of what counts as accomplished teaching.
Furthermore the competencies are difficult to measure and not all are included in the IQM S instrument
used to assess teachers. The “unmeasurable” competencies make the performance management system

complicated and therefore prone to subjectivity. Thiswill be taken into account in the empirical study.

The teacher profile, and therefore the criteria used for evaluation, needs to be much more embracing to
encompass aspects such as strong subject content knowledge, pedagogica skills, the capacity to work
effectively with awide range of students and colleagues, to contribute to the school and the profession,
and the capacity to continue developing. It is argued that same criteria should be used for all teachers,
irrespective of experience. It is important, however that the criteria should also distinguish between
different levels of performance appropriate to beginning teachers, experienced teachers, and those with
higher responsibilities. A clear, well structured and widely supported teacher profile can be a powerful
mechanism for aligning the elements involved in developing teachers' knowledge and skills, and for
providing a means of assessing whether teacher development programmes are making a difference to
curriculum implementation and delivery in the classroom. The only way in which this can be measured
is by using the IQMS. However the system has to be applied consistently and fairly to ensure that this
is happening. Monitoring of the process is essential. The study will investigate the extent to which the

process has been consistently and fairly implemented.

Most teachers are highly motivated by the intrinsic benefits of teaching — working with learners and
other young people, helping them to develop, and making a contribution to society —and it is therefore
important that system structures and school workplaces need to ensure that teachers are allowed to
focus on these tasks without unnecessary interference. The perception of many teachers is that the
appraisal system is more an interference than an aid and the study will set out to explore whether this
perception has an impact on the implementation of the policy.

Teachers fedl that their teaching routine is hampered by the vast amount of administrative work that is
required for the job. The results of this particular study together with previous findings suggest that a
greater emphasis on teacher quality could see teachers' work being redesigned to focus maore on the

professional and knowledge-based components of teaching. This would results in perhaps fewer
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teachers being employed, but with more non-professiona people being employed to do those parts of
teachers’ current work that do not require educational skills. A further change could be teachers being
paid substantially more to attract and retain the best possible candidates. There is no doubt that higher
salaries could be an element which could motivate teachers to improve their classroom performance.
The IQMS allows for competent teachers to be rewarded with pay progression, however, the same
instrument is used for salary increment purposes and for developmental purposes. The study will
investigate whether this should be the case.

2.3.3 Assessment Policy

Besides the evaluation policy related to teachers, the Assessment Policy, gazetted in December 1998,
provides for the conducting of systemic evaluation of learners at the key transitional stages, viz. Grade
three, six and nine. The main objective is to assess the effectiveness of the entire system and the extent
to which the vision and goals of the education system are being achieved. Although this policy is not
directly associated with the IQMS policy, teachers should be held accountable for the results achieved
by the learners. It is suggested that these externally conducted assessment tasks should form an integral

part of the teacher evaluation process.

The disappointing results achieved by South Africans in these assessment tasks is discussed at a later
stage, however in brief, the policy isindicating systemic flaws and weaknesses, that require the urgent
attention of those employed to fix the system. An attempt is made in the study to identify who these
system mechanics are in the Education Department and what they plan to do to improve the system.
This is supported by numerous studies undertaken by for example, in chronological order, Angus Case
and Ann Deaton (1999), Sarah Howie (2001), Servaas van der Berg (2005), Vijay Reddy (2006) and
Brahm Fleisch (2007) who clearly indicate that there are problems that need to be rectified.

That the system needs to be improved has been pointed out in a number of studies investigating the
effectiveness and efficiency of the system. These are reviewed in a book ‘Getting Schools Working’
authored by Taylor, Muller & Vinjevold (2003). One of the strategies to improve the effectiveness and
efficiency of the entire system would be to use IQMS as a developmental tool to improve the
classroom performance of teachers. The extent to which it is presently being used for this purpose

forms part of the focus of the study.
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2.3.4 Further Education and Training (FET) Act (No. 98 of 1998)

Also, the Further Education and Training (FET) Act (No. 98 of 1998) makes it obligatory for the
Director General, subject to the norms set by the Minister in terms of the National Education Policy
Act, to assess and report on the quality of education provided in the FET Band. This Act is relevant to
the schooling system since the last three years of schooling fall within this band. At present it is not
linked to the appraisal of teachers and it is suggested that it should be.

2.3.5 South African Qualifications Authority (SAQA) Act of 1995

The South African Qualifications Authority (SAQA) Act of 1995, requires that Education and Training
Quality Assurance (ETQA) bodies be established for the purpose of monitoring and auditing
achievements in terms of national standards and qualifications. The extent to which SAQA uses the
IQMS to assist them in determining these standards is not part of the study, but might form part of a
further study in the future.

2.3.6 South African Schools Act 84 of 1996

The Preamble to the South African Schools Act, which became law in November 1996, explains its

rationale as follows:

“ ...this country requires a new national system for schools which will redress past injustices
in educational provision, provide an education of progressively high quality for all learners
and in so doing lay a strong foundation for the development of all our people’s talents and
capabilities, advance the democratic transformation of society, combat racism and sexism
and all other forms of unfair discrimination and intolerance, contribute to the eradication of
poverty and the economic well-being of society, protect and advance our diverse cultures
and languages, uphold the rights of all learners, parents and educators, and promote their
acceptance of responsibility for the organisation, governance and funding of schools in
partnership with the Sate;” (Republic of South Africa, 1996c).

The South African Schools Act (SASA) (1996) promotes access, quality and democratic governance in
the schooling system. It ensures that all learners have the right of access to quality education without

discrimination, and makes schooling compulsory for children aged 7 to 14. It provides for two types of
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schools - independent schools and public schools. The Act's provision for democratic school
governance through school governing bodies is now in place in public schools countrywide. The
school funding norms outlined in SASA prioritise redress and target poverty in funding allocations to

the public schooling system.

The South African Schools Act 1996 aims therefore to provide for a uniform system for the
organisation, governance and funding of schools. It seeks to ensure that all learners have right of access
to quality education without discrimination, and it makes schooling compulsory for al children from
the year they turn 7 to the year in which they turn 15 (or the end of grade 9, whichever comes first). It
regulates the provision of public schools and education places by provinces, the governance of schools
(in particular the establishment and operation of school governing bodies), the funding of schools
(including state responsibilities, school budgets, fees and the framework for funding rules or (norms
and standards) and the establishment and funding of independent (private) schools.

The link which this Act has with the IQMS is that, as was previoudly stated, the provision of public
schools is a National and Provincial competence, and the difference between the provision of schools
and learning spaces in the urban areas and rural areas is glaring. The study investigates the impact that
infrastructure has on the performance of teachers, and looks at the impact this has on the appraisal

system as awhole.

2.3.7 Employment of Educators Act 76 of 1998

The significance of the Act in terms of the study is that according to the Employment of Educators Act
76 of 1998 the employer is entitled to require teachers to engage with professional development
activity up to a maximum of 80 hours per annum. The employer is obliged to present or prescribe
programmes that need to be attended by teachers. These activities are to be conducted outside the
formal school day or during the school vacations. The employer is expected to give at least one term’s
notice of programmes to be conducted during school vacations.

Thus far there has been no move by the employer to use this clause and therefore courses are offered
on an ad hoc basis and are presently offered during the school day, implying that those attending these
courses are not teaching. The IQMS is a developmental tool and the study will explore the extent to

which it is being used as such and recommend ways in which it can be improved.
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2.3.8 South African Council of Educators Act 31 of 2000

The South African Council of Educators Act 31 of 2000 contains the Code of Professional Ethics for
Educators which requires that the educator, amongst others:

- Acknowledges that the exercising of his or her professional duties occurs within a context
requiring co-operation with and support of colleagues,

- Behavesin away that enhances the dignity and status of the teaching profession and that does
not bring the profession into disrepute;

- Keeps abreast of educational trends and developments;

- Promotes the ongoing development of teaching as a profession; and

- Accepts that he or she has a professional obligation towards the education and induction into

the profession of hew members of the teaching profession.

The only way in which the above can be measured to ascertain whether teachers are compliant with the
above measures is through an appraisal or evaluation system. The perception in many circles is that it
is this Council that should take ultimate responsibility for the monitoring and follow-up of the scores
submitted by teachers following their annual evaluation. The feasiblity of this change is discussed in
the study.

2.3.9 Labour Relations Act 66 of 1995

The Labour Relations Act 66 of 1995 entitles the employer to expect an employee to perform his or her
duties in a dedicated and committed manner.This implies that the employer has to measure the extent
to which the employee is performing his duties in the required manner — through an evaluation process.
The process used for teachers is the IQMS which is the focus of the study. The success of the
implementation of the process depends on a number of variables which were mentioned in the previous
chapter, known as the 5-C protocol, this protocol should be considered before reaching conclusions as

to the possible reasons for the failure of policy implementation.

2.3.10 National Policy Framework for Teacher Development in South Africa

The National Policy Framework for Teacher Education and Development in South Africa was

introduced in 2006 with the overriding aim to properly equip teachers to undertake their essential and
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demanding tasks, to enable them to continually enhance their professional competence and
performance, and to raise the esteem in which they are held by the people of South Africa. The
objective of the policy is to achieve a community of competent teachers dedicated to providing
education of high quality, with high levels of performance as well as ethical and professional standards

of conduct.

Sinceit is believed that teachers themselves are the essential drivers of a good quality education system
this belief is firmly embedded in the policy. The Policy Framework indicates that international
evidence has shown that the professional education and development of teachers works best when
teachers themselves are integrally involved in it, reflecting on their own practice; when thereis a strong
school-based component; and when activities are well co-ordinated. The national and provincial
education departments are obliged to provide an enabling environment for such preparation and
development of teachers to take place. It is questioned whether this environment has been sufficiently

well created to alow thisto happen.

One of the main thrusts of the policy acceptsthat it is the responsibility of teachers themselves, guided
by their own professional body, the South African Council for Educators (SACE), to take charge of
their self-development by identifying the areas in which they wish to grow professionally, and to use
al opportunities made available to them for this purpose, as provided for in the Integrated Quality
Management System (IQMS).

All the policies and prescripts that have been mentioned above have alluded to the need for teachers to
continuously develop themselves as professionals so as to enhance the standard of education in the

classroom.

Before 2006 and the promulgation of the above legidlation, the scene was set five years before when as
part of the policy development process to ensure that the congtitutional rights as far as education are
concerned are enforced, the Ministry of Education in 2001 announced a groundbreaking policy known
as Whole School Evaluation. This is important as no form of evaluation had hitherto gained the
acceptance of both the employer and the employee. It is therefore important to elaborate and discuss

this policy in more detail. Thisanalysisis provided in section 2.3.11.
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2.3.11 National Policy on Whole-School Evaluation

Prior to 1998 when DAS was introduced there had been no national system of evaluating the
performance of schools consequently no comprehensive data on the quality of teaching and learning, or

on the educational standards achieved in the system.

An agreement was reached in the ELRC (Resolution 8 of 2003) to integrate the existing programmes
on quality management in education. The existing programmes were the Developmental Appraisal
System (DAYS) that came into being on 28 July 1998 (Resolution 4 of 1998), the Performance
Measurement System that was agreed to on 10 April 2003 (Resolution 1 of 2003) and Whole-School
Evaluation (WSE). The IQMS is informed by Schedule | of the Employment of Educators Act, No. 76
of 1998 where the Minister is required to determine performance standards for educators in terms of

which their performance is to be evaluated.

The National Policy for Whole-School Evaluation was important as a holistic approach to school
evaluation was developed with the current IQMS teacher evaluation process eventualy forming only

one component or facet of the assessment procedure.

2.3.12 Significance of the WSE Policy

The Policy regards whole-school evaluation as being the cornerstone of the quality assurance system in
schools. It enables a school and external supervisors to provide an account of the school’s current
performance and to show to what extent it meets national goals and needs of the public and
communities. This approach provides the opportunity for acknowledging the achievements of a school
and for identifying areas that need attention. Whole-school evaluation implies the need for all schools
to look continually for ways of improving, and the commitment of Government to provide
development programmes designed to support their efforts.

The main cornerstone of the policy provides for schools to carry out self evaluations which are
submitted on an annual basis at national level. It is the objective of the Department to randomly select

schools every year in order to assess these evaluations and to provide support where necessary.
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Thus effective quality assurance within this framework can only be achieved through schools having
well-developed internal self-evaluation processes, credible external evaluations and well-structured

support services.

The principles and aims of the WSE policy have been briefly listed in Annexure A which describes the
principles, aims, tools and key areas of focus of the system. The holistic approach is designed to help
schools measure to what extent they are fulfilling their responsibilities and mapping a way to

improving performance.

Despite the comprehensive documentation and schedules laid out in the National Whole School
Evaluation Policy, these guidelines are dependant on National and District support. Without continual
intervention and monitoring from these sources, policy implementation is impossible. An example of
this is that in 2008, no schools in the Ugu District which is the area of this study were selected for
assessment by the Department. In addition in 2007, of the 517 schools in the Ugu District, only 3 were

included in the monitoring and assessment programme.

As an integral component of WSE, IQM S focuses on educator performance and relies on self evalution

in order to achieve the necessary goals for service delivery.

2.4 The Concept of the Integrated Quality Management System

Collective Agreement 8 signed in the Education Labour Relations Council in 2003 explains that the
IQMS is an integrated quality management system that consists of three programmes aimed at

enhancing and monitoring performance of the education system. The Agreement states that these are:

- Developmental Appraisal (DA) which appraises individual educators in a transparent
manner with a view to determining areas of strength and weakness, and to draw up

programmes for individual development.

- Performance Measurement (PM) which evaluates individual teachers for salary
progression, grade progression, affirmation of appointments and rewards and incentives.
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- Whole School Evaluation (WSE) evaluates the overall effectiveness of a school as well as

the quality of teaching and learning.

These three programmes are supposed to be implemented in an integrated way in order to ensure

optimal effectiveness and co-ordination of the various programmes.

2.4.1 Purposeof IQMS

Collective Agreement 8 states that IQM S focuses on teacher performance, development and ultimate
service delivery. Briefly these purposes of the Management System are:

- To identify specific needs of educators schools and district offices for support and
development;

- To provide support for continued growth;

- To promote accountability;

- To monitor an institution’s overall effectiveness; and

- To evaluate an educator’ s performance.

2.4.2 Guiding Principlesof IQM S

Collective Agreement 8 (2003) points out that the implementation of the IQMS is guided by the
following principles:

- The need to ensure fairness, for example, there can be no sanction against an educator in
respect of hig’her performance before providing meaningful opportunities for development.
- The need to minimise subjectivity through transparency and open discussion.

- The need to use the instrument professionally, uniformly and consistently.

All of the above principles are accepted as being internationally accepted rudiments of a fair and
effective appraisal system. A brief overview of the IQMS and implementation procedures is described

in Annexure A.
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Like any public policy endeavour, education is guided by the framework established by law.
Understanding that framework is thus a critical first step in unpacking the various elements which

make up the field of education human resource management and development.

2.4.3 Perception of Policy Reform

It is important to grasp teacher’s perceptions of educational policy to understand the success or failure
of the adoption and successful implementation of a policy (Datnow and Castellano, 2000). Fullan
(2001) identifies four policy characteristics:

- The need for policy; why isthe policy needed?

- The need for clarity of intention is important and relates to clear goals and means of the
policy.

- The policy’s complexity is the third characteristic and refers to the extensiveness or
difficulty of implementation for principals and teachers.

- The last characteristic is quality/practicality. The policy must be of a high quality and must
be supported by resources (e.g. materials and time) (Fullan, 2001).

The success of any educational policy reform requires that teachers themselves are actively involved in
policy development, adoption and implementation. Unless teachers are actively involved in policy
formulation, and feel a sense of “ownership” of reform, it is unlikely that substantial changes will be

successfully implemented.

It is difficult to find the right balance, but open and on-going systematic dialogue and consultation is
fundamental to the process. The lack of these processes under the Apartheid regime led to the crisis
situation in which education found itself before democratization in 1994.

Under the former dispensation prior to 1994, there were glaring inadeguacies in both statutory and
common law regarding the rights and protections afforded employees. This resulted in the adoption of
arange of Acts directed at remedying this situation and according employees certain minimum rights

that employers cannot undercut through contracts of employment.
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2.4.4 Appraisal and Professional Development

Following on from the several policy guidelines set in place to map the transformation process, it has
been identified that professional development and training are essential requirements in managing the

workplace in the new employment environment in South Africa.

The primary aim of such training and development is to develop skills and thus the capacity of
employees, many of whom are from disadvantaged backgrounds. The aim of this is to improve the
quality of professional public service delivery and work performance, and to achieve the goals of
employment equity.

An important tool in measuring the effectiveness of any improvement activity is performance
management. A well designed instrument enables an employer to take stock of its human resource as
well as to assess and evaluate its performance with regard to service delivery for arange of purposes:
improvement of performance, remuneration decisions, placement and promotion decisions, career
planning, and the like. It also permits the necessary action to be taken where inadequate performance is
identified, including, where necessary, disciplinary measures. The system can also help assist in human

resource decisions relating to retirement and resignation.

Since transformation, various legislative enactments provided the framework for the development and
implementation of appropriate professional development. Numerous training programmes have been
employed to enable the objectives established for the national workforce in general, and Public Service

in particular, to be achieved.

Thus, according to the preamble of the Skills Development Act, its purposes, amongst others, are: to
provide an ingtitutional framework to devise and implement national, sector and workplace strategies;
to develop and improve the skills of the South African workforce; [and] to integrate those strategies
within the National Qualifications Framework contemplated by the South African Qualifications
Authority Act.

It iswithin this legal framework that a conceptual and theoretical perspective have to be intertwined for
a policy to have the required structures and processes to ensure its successful implementation. Thisis

discussed in the following section.



Chapter Two: Legal and Theoretical Framework 51

2.5 Conceptual and Theoretical Framework for the study

Any empirical study requires principal theories upon which it can be constructed. The principal

theories upon which this study is constructed are provided:

2.5.1 Theoretical Framework

The theories on which Public Administration and Public Management are said to be based have been
well researched and chronicled as has the history and rationale for wanting to develop new systems for
more effective management of public resources. Dunleavy and Hood 1994 (“From OIld Public
Administration to New Public Management.”) are amongst the scores of other commentators who have
written on the subject. (See also Minogue, 1998; Schick 1996 and 1998; Hughes, 2003; Osborne &
Gaebler, 1992 and Nagel, 1994). These authors provide the basis of what is presented in the following

sections.
1) Modernisation Theory

This is a socio-economic theory, sometimes known as (or as being encompassed within) development
theory, which highlights the positive role played by the developed world in modernizing and
facilitating sustainable development in underdevel oped nations (in contrast to dependency theory). It is

also apart of the wider theme of theories in sociology, known as the sociocultural evolution.

Theories of modernization have been developed and popularised in 1950s and 1960s. It combines the
previous theories of sociocultural evolution with practical experiences and empirical research,
especialy those from the era of decolonization. The South African context is significant in this
perspective as it is classified as a devel oping nation which as recently as 1994 held its first democratic
elections. Emanating from this theory is the focus of the public administration sector on the way they
conduct business. Thisis referred to as the New Public Management (NPM) style which is a practical
reform movement of the public administrations of the OECD countries developed in the 1970's. This

movement attempted to align the processes of public administration with those of the private sector.
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Characteristics typical of NPM are embraced in the policies accepted by the South African Public
Service asisindicated in the enabling legidation discussed in the legal framework. These include inter
alia:

- Accountability for performance which includes performance auditing
- Decentralisation to ensure a strategic planning and management approach

- Performance measurement to bring about a changed management style

It isinteresting and in the context of the study, relevant to note that there are commentators (Schick,
1998) who are of the opinion that NPM had little impact on the way services were delivered in
developing economies. One of the reasons for thisis that NPM still demands the characteristics of the
Old Public Disciplines which were absent in many developing countries as NPM-like reforms were
launched. Thisis not a*“stages of development” argument in which along period of tighter control by
central agenciesis the prescription. It is an empirical observation that predictable resourcing, credible

policy, and credible regulation of staff are pre-requisites for effective contract-like arrangements.

These disciplines are fundamental to any conception of performance; and few reforms can gain traction
without them (Manning, Mukherjee, et. a. 2000).

The study takes into account these factors when assessing the successful implementation of the IQMS

policy.

i) Literary theory

This is the theory (or the philosophy) of the interpretation of literature and literary criticism. Literary
critics will be sourced through published academic journals and other subject matter. This study

contains a comprehensive review of the literature relevant to the topic.

iii)  Analytic philosophy

This is typically characterized stylistically by rigorous, precise argumentation, a strong concern to
provide evidence for any advocated views, clarity and carefulness in writing, the use of mathematical
logic and other formalisms, respect for the natural sciences, and careful attention to texts. Any
academic and empirical study will require an analysis of the findings to argue the validity of these.



Chapter Two: Legal and Theoretical Framework 53

iv) Economic Theory

Economicsis the social science that studies the production, distribution, and consumption of goods and
services. A simple definition that captures the essence of modern economics is that of getting value for
money. This s particularly true of education which has to balance a host of needs/wants of respective

communities with the normally limited available resources.

v) Social theory

This refers to the use of theoretical frameworks to explain and analyze social action, social meanings
and large-scale social structures. The field is interdisciplinary, drawing ideas from and contributing to
such disciplines as anthropology, economics, history, literary theory, philosophy, sociology, and
theology. Some of the theories that have emanated from this framework are Motivationa theory,
Organisational theory and a Systems Management theory. The study will use these theoretical

frameworks extensively upon which the research project will be constructed.

A combination of the theories described above will be included and incorporated in the discussions that

follow.

2.5.2 Palitical and Systems Framewor k

The Education sector in South Africa, after nearly 15 years of systemic reconstruction has been forced

to answer the simple question:

“Iswhat we' re doing making a difference and is anyone better off asaresult of our efforts?’

To answer this question, performance of teachers needs to be viewed from a broader perspective: isthe
system one that not only counts the inputs and outputs of the implementation, but one that is aso able

to measure progress in reaching the organisation’ s true mission?

Past and future developments of teacher evaluation policies can best be understood when placed in a
political and systems framework. The political framework includes external as well as interna

stakeholders. The political framework must address the question of ownership and legitimacy. How do
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the evaluees (teachers) see the implementation of policies —in particular the appraisal system? Do they
have “buy-in” to the system or do they see it as being owned by the state to impose more control on the

way they teach?

Within the political framework, schools are viewed as micro-political units where teachers,
administrators, parents, students and even society far removed from the classroom seek to redlise their
goals. This can often lead to a conflict of interests. Today political institutions are seen as bureaucratic

democracies, with one distinguished from the other by the balance of democracy and bureaucracy.

Most writing to date (Strike,1990; 1991; 1993/ MacDonald 1974/ McNeil,1981), about the politics of
teacher evaluation indicate that a balance between bureaucratic democracies and professions still need
to be found. Their findings suggest that the process of teacher evaluation should be legitimised by
democratising it and removing it from the hierarchical bureaucracy in which it now resides - to place it

in anew context acceptableto al (Glass and Martinez,1993).

Once an evaluative policy framework becomes understood and accepted, the shift from individual to
collective accountability should provide a new dimension to teacher evaluation systems. This can only
take place when teachers fedl that the system is their own and exists to assist them in their development
as better teachers. This is the balance referred to in the previous paragraphs. As politics and
organisational culture are closely aligned, the successful schools of tomorrow will need to have a
school culture that accepts collective accountability - making everyone responsible for teacher
development through a community of learners. The successful shift from the old to the new is
dependent on both external and internal elements. This interdependence is referred to as the systems
theory. For the purposes of this study the Integrated Organisational Model will be used to explore the
climates that need to be created to ensure that teacher evaluation systems achieve what they intend to
achieve.

A brief description of the model and framework as related to the study are provided in the following

section.
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2.6 Integrated Organisation M odel

Former President Mbeki, in his State of the Nation Address in May 2004, identified monitoring and
evaluation as pivotal to the fulfilment of the “People’s Contract”. The People’'s Contract contains
governmental promises to the citizens of this country, and a monitoring and evaluation process will
enable government to track whether promises are being fulfilled (monitoring), as well as at the end of
the day evaluate the efficiency, effectiveness and impact of the programmes of government
(evaluation). In South Africa's new administration under President Zuma, a Ministry responsible for
Monitoring and Evaluation of the performance and progress of all provinces and state departments has

been formed..

International strategies such as the Millennium Development Goals, which South Africa has adopted,
national strategies such as the Accelerated and Shared Growth Initiative for South Africa (AsgiSA) and
the National Programme of Action, provincial strategies and Education-specific strategies on a national
and provincial level guide the monitoring and evaluation strategy of the Department.

Public Schools and those who work within them depend largely on government for their existence and
are therefore reliant on the state for inter alia the erection and maintenance schools, saaries of
teachers. The government in turn relies on revenue received from taxes from the citizens and decides

on the allocation amounts to various government departments.

The political party in control has priorities and funds are dispersed accordingly and the amount of state
revenue collected depends on the economic climate of the country which is in turn affected by the
prevailing socio-cultural influences prevalent at the time.

Figure 3 on the following page illustrates how al elements work together to form a single
organisational unit. In the case of a school, these elements combine to form a functioning entity and are

responsible for the efficiency or otherwise of the organisation.
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Figure 3: Organisational Model

(Factors: economic, technical, political, socio-cultural influences)

Structure

Strategy

Systems

Management

Motivation

< Actors: suppliers, financiers, competitors, partners, target groups )

(Source: Management for Development Foundation)

2.6.1 External organisation elements affecting schools
i) Mission

Figure 3 above shows that the mission of the organisation as an important external element in the

defining of an establishment. Any institution’s mission statement isimportant for a number of reasons:

- It gives direction to the ingtitution’s activities and is a concise outline of “who we are,
what we do, and where are we headed”

- It brands and personalises in the sense that it gives an organisation its own specia identity,
character and reasons for existence (Smit and De Cronje, 1992:59); and,;

- It describes the institutions goals, its market, resources and technological areas of emphasis

in away that reflects the values and priorities of the various stakehol ders.

In the school context it is through the principal, school management team, staff and the School
Governing Body (SGB) that their beliefs, desires and aspirations develop strategy into pursuing a

shared vision and improving the teaching and learning in the school. One of the aspects that needs to
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be strategised is how to improve teacher performance by using available policy. The responsibility for
policy adoption and implementation in schools rests mainly with the principals (Hope and Pigford,
2002). Their active support for the policy is necessary, since the principal influences teacher’s attitude
towards the policy (Brown and Anfara, 2003; Fullan, 2001). The responsibility for teacher evaluation
also rests with the principal (Beerens, 2003).

Even if the quality of ateacher evaluation system is outstanding, it has little meaning if the principa is
unsupportive (Davis, Ellett, and Annunziata, 2002). Although the importance of the principal for the
implementation of educational policy on teacher evaluation is widely recognized, research on the role
of the principal when implementing teacher evaluation is limited. The literature on the role of
principals for policy implementation shows three important dimensions of leadership: vision, support
and structure (Leithwood, Louis, Anderson, and Wahlstrom, 2004). The study will anayse the role of
the principal in successfully implementing IQM S in schools.

i) Output

Figure 3 shows that the output of an organisation comprises of all material and immaterial products
and services delivered by the organisation to its various target groups (clients or customers). Output

relates to efficiency and effectiveness.

Efficiency is the capability of acting or producing effectively with a minimum amount or quantity of
waste, expense, or unnecessary effort; working productively with minimum wasted effort or expense.
In general, efficiency is a measurable concept, quantitatively determined by the ratio of input to

maximal possible output.

Effectiveness means the capability of, or success in, achieving a given goal; producing a desired or
intended result. Effectiveness is a vague, non-quantitative concept, mainly concerned with achieving
objectives. Contrary to efficiency, the focus of effectiveness is the achievement as such, not the
resources spent, so not anything that is effective has to be efficient, but anything that is efficient also
has to be effective.

The IQMS measures the both the effectiveness and the efficiency of the teacher which looks at the

results of the learners and the way in which the teacher was able to achieve those results. Although



Chapter Two: Legal and Theoretical Framework 58

results are not criteria use in measuring the performance of the teacher, it can act as a guide as to the

success the teacher is achieving.

The output may also be described in reference to its outcome. This means that it relates to how the

target group (e.g. learners and their parents) appreciate the output (quality education).

iii) Outcome

The outcome of the school comprises inter alia how the learner uses the output, i.e. the quality
education that the pupil received to enable the pupil to make a contribution to the country’s economy.
Thisis an aspect that is discussed in chapter four in more detail. Essentially IQM S is unable to measure
outcomes, however the contributions of teachers to enable their students to attend tertiary education

institutions might act as an indicator asto the quality of education being offered at the school.

iv) Input

Another important external element shown in Figure 3 illustrates the role of inputs of the organisation
which include all the resources available for generating the products and services of the organisation.

In the case of a school the following categories of inputs and resources can be identified:

- Staff, e.g. educators and support staff

- Buildings and infrastructure

- Equipment, supplies and materials used

- Services of third parties, e.g. the advice of the Ward Manager etc.
- Information and technology

- Financial resources

- Natural environmental resources

As was indicated in chapter one, nationally the government puts a comparatively high percentage of
the Gross Domestic Product (GDP) in the education budget. The bulk of this amount is spent on
personnel, the majority of whom are teachers. Using the model, therefore would indicate that the inputs
should be efficiently used to attain the desired output. Otherwise stated, teachers (input) should attain
the desired results (outputs) from their pupils. Using the National Senior Certificate results as a

yardstick, thisis not happening and the education system can therefore be described as both inefficient
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and ineffective. The study suggests that IQMS is the vehicle to use to reach a system that can be
described as efficient.

v) Factors

The factors or general environment is the complex set of political, economic, technological, social,
legal and cultural factors that influence the organisation. It includes, for example, the factors that
originally made the organisation to be founded or to exist. The enabling legislation introduced to assist
teachers has already been discussed and will not be elaborated upon here.

vi) Actors

The actors or the specific environment comprises of the relations with those sectors (government,
people, other organisations or schools, business community or service providers and interest groups)
with whom the organisation is directly dealing. If relevant, actors with whom the organisation is co-

operating with may include different types of relations:

- Formal/vertical linkages: with e.g. policy makers, decision makers and regulators

- Funding relations: with e.g. financiers, donors

- Service relations. with e.g. suppliers of inputs or with users of output (e.g. customers
and/or target groups)

- Relations: with competitors

Actor analysis takes place within the context of Whole School Evaluation and not at the teacher

evauation level.

2.6.2 Internal organisational elements

Within any school internal factors have a profound effect on how the organisation operates. These can
briefly be identified as:
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i) Strategy

Strategy refers to the way in which the mission is transated into concrete objectives and approaches.
Depending on the quality and availability of the external elements, a choice for the most adequate
strategy may be made. In case the environment changes, the strategy should be inherently dynamic in
order to achieve the relevant output. For the purpose of the study, strategies used to successfully
implement IQMS will be discussed as some schools appear to been more successful in implementing

the policy than others.

ii) Structure

The structure of an organisation can be defined as the formal and informal division and co-ordination
of tasks and responsibilities. It includes all co-ordination mechanisms within the organisation which
includes the adoption and implementation of the appraisal system. The way in which these mechanisms
are co-ordinated depend to a large extent on the school principal. Effective principals make sure their
attitudes and expectations are clear to the teachers. This task oriented behaviour of principals also
includes defining clear standards of performance (Hoy and Tarter, 1997). Also, the confidence teachers
have in their principal might influence the willingness of teachers to go along with the principal in a
reform (Fullan, 2001). Thisincludes the reformation of teacher appraisal.

iii) Systems

This refers to the internal processes that regulate the functioning of the organisation. These internal

processes can be divided into:

- Primary processes: directly focused on transformation of inputs into outputs. These include
working methods and techniques

- Control processes. focused on control of other processes. These include feedback,
monitoring, communication and decision-making processes.

- Strategy formulation processes. focused on the formulation and adaptation of the
organisation’s strategies. This includes the planning processes.

- Support processes: aimed at supporting the primary and other processes. This includes the

financial-administrative and logistic systems.
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- Improvement processes: aimed at improving the quality of other processes. These include
monitoring systems, quality management and evaluation activities, which for the purposes

of the study is particularly relevant.

iv) Management style

The style of management can be described as the characteristic pattern of management behaviour. On
which priorities does a manager place emphasis? Which aspects does he/she feel are important and
how does the manager spend his/her time? These aspects can involve internal or external relations,
people or means, relations or performance, inputs or outputs, quality or quantity. What is his/her
attitude in making decisions: Participatory or directive/authoritarian, risk taking or risk avoiding, long
or short term oriented, formal or informal, rational or intuitive. In addition, another question to be

asked is whether the management style relevant to the particular organisation or strategic objective.

Effective schools more often than not have principals who create a supporting work environment
(Evans and Teddlie, 1995). Moreover, the relationship between a principal and teachers at the school
influences the capacity and motivation of his teachers (Leithwood et al, 2004) affecting the
organisational culture prevailing at the school. Management style also affects the climate of
communication which will determine whether a supportive or threatening environment may alow
frank and honest discourse to discuss performance to take place. The perception exists that effective
schools have successfully implemented the appraisal system and are using it as the management tool it
is intended to be. This is perceived to be due to the management style that is open and supportive as

opposed to a more threatening style. The study takes this into account.

v) Communication Climate

Performance Appraisal often fails to meet its objectives. This happens for a number of reasons but an
important factor contributing to this is an unhealthy communication climate. This is a vital element
required for performance management to succeed. An unhealthy communication climate can best be
described as one that is closed rather than one that is open and supportive. This is depicted in Table 6

on the following page:
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Table 6: Communication climate

Closed Communication Climate Open Communication Climate
Judgmental Proportioning Blame Descriptive Information isinformative not evaluative
Negative feedback
Members made to feel useless
Members made to feel second-rate
Controlling Compliance to certain behaviour is insisted | Solution oriented | Solutionsrather than problemsis the focus
upon
Out of the box thinking is discouraged
9 o Divergent thinking is encouraged
Deceptive Hidden meanings Open & honest Constructive criticism
Artificiality Say it asitis
Manipulation Assist and improve
Non caring Aloof Caring Empathy and understanding
Egoistic
Impersonal
Lack of concern for others
Superior Boss mentality Democratic Equal status
| know you do not
Rigid Other views not considered Flexible Errors are inevitable
Discussion not entertained Misjudgements will happen
Little give and take Preventive Actions are strategised
Intimidating Negative approach Responsive Feedback is positive
Concerns of others are ignored Negative and positive feedback leads to growth

(Source: Regenesys — Monitoring & Evaluation 2007)

It is abundantly clear that management style and communication climate can contribute to or detract
from the success of performance appraisal. These are two elements of Organisational Culture which are

discussed in the next section.
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vi) Organisational Culture

Since it is clearly apparent that a “healthy” organizational culture has a profoundly positive effect on
teachers, and contributes to the effective implementation of an appraisal system, the concept of

organisational culture will be further investigated.

Hoy (1994.3) advocates that organisational culture has become a vehicle to understanding the character
of an ingtitution. Organisational culture embodies the beliefs, values, traditions, practices, policies and

norms held by the people within the organisation.

Organisationa culture particularly emphasizes the development of shared norms and meanings.
Interaction between members of the institution eventualy leads to behavioural norms that gradually

become cultural features of the school.

The organisational culture of an individual school thus, contributes to its distinctiveness or character.
This identity is not easily described but is a result of how people in the organisation experience the
norms, values and beliefs within the establishment. The culture of the school is the most pervasive
aspect of school life, touching and affecting every other aspect and is strongly influenced by the

broader social system. Thus each school tends to develop its very own identity.

Most schools value being recognised as an effective or good school as this identity develops the respect
of all its stakeholders. The process of developing a positive identity involves developing the directions,
aims, vision and mission for the school. The strategic planning process facilitates the achievement of
these goals and objectives thus shaping the direction and progress of the school. Conversely, a negative
identity can develop through alack of aclear vision, a sense of purpose, and through alack of effective
leadership

Taking into cognisance the evolution of a school’s culture can facilitate a better understanding of how
support can be provided to assist the school in becoming a more effective learning organisation.

Factors that influence a particular school culture may be internal elements such as the disciplinary
procedures, staff relations, and divergent views on authority, pupils behaviour or staff commitment to
delegated tasks. This may affect the way teachers think about and value their role as educators. It will
aso affect the way in which people relate to each other, the way meetings are conducted, information
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is shared and the way that schools are managed. All of these will impact on the pupils' attitude towards

school and the general teaching and learning taking place here. (Davidoff and Lazarus, 1997).

In a school environment as asserted by Bush and Anderson (2003) culture is typicaly expressed
through rituals and ceremonies such as assemblies, prize-givings, celebrating national holidays — al of
which are used to support and celebrate beliefs and norms. Rituals are at the heart of a school culture

and symbols are a key component of the culture of al schoaols.

Since 1992, educational legislation as an external factor has impacted considerably on the culture of
South African schools in terms of how they learn to cope within the context of educationa change
(Van der Westhuizen, 2002; Lemmer, 2000). Although this process may be facilitated by new laws,
policies and structures; quality in education is embedded in changing values and understanding the
actions of individuas, especialy teachers, who are expected to be leaders in the culture of the
transformation process (Van der Westhuizen, 2002; Donald, Lazarus and Lolwana, 1999). The IQMS

isintended to promote this process transformation.

If schools are to be successfully enabled not merely to survive but also to innovate within the ever-
present context of educational renewal, it is imperative that they learn simultaneously to adapt to and
generate new meanings and strategies, which facilitate effective change management (Moloi, 1999;
Fullan, 1997; Senge, 1990). This can only be accomplished when schools begin to invest in improving
their quality of thinking through developing their capacity for shared-vision building, continual
enquiry, organizational development and collaborative work culture (Fullan, 1997). The challenge is
not so much one of solving change problem, but rather a question of explicitly acknowledging school
culture as it has profound consequences for both stability and change (Fritz, 2002; Fullan, 1997;
Altrichter and Elliot, 2000); Zollers, Ramanathan and Moonset, 1999; Davidoff and Lazarus, 1997)

The internal elements of the model in Figure 3 are largely left to provincial departments to implement,
which is further devolved to districts and circuits and eventually to schools. At each level it is critical
that the structures, strategies, systems, staff motivation, culture and management styles are being

sufficiently catered for to ensure that the desired objectives of the policy are being achieved.
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2.7 Aligning Performance M anagement with the Systems M odel

Within the systems model as described, it can be argued that managing performance has the dual

purpose of:

- Managing the externa situations (See Figure 3). These are the factors, actors, mission,
input and output so that employees can perform and ;

- Enhancing the capacity of the employees by developing, enlightening, and appreciating
them through the internal processes depicted in Figure 3.

The conclusion is that the system must ensure that the performance of people within the organisation is
effectively managed. Performance Management is therefore designed to achieve specific and defined
results from people so that the organization can achieve its goals and objectives. To be fair and useful,

a performance management system must comply with the following criteria:

Table 7: Criteria for afair and useful Performance Management System

Relevant System must measure what it is supposed to measure- i.e qualities that are essential for success in the job.
To ensure this, job descriptions and performance standards must be regularly updated. Distinction should be
made between critical and less critical elements of each job and the rating system focused on what is most

important.

Reliable There must be consistency in judgements about performance i.e it should ensure that different supervisors
would evaluate the same employeee’s performance in the same way. For reliability it is important that the
managers or supervisors who carry out assessments are unbiased, and that the same appraisal process is

used for all employeesin particular posts.

Sensitive System must be able to distinguish between good and bad performance, otherwise it cannot assist in

improving performance.

Acceptable For an appraisal system to work, it is essential that its users accept it and see it as valid and valuable. To
ensure a positive attitude to the system, the designers must ensure that the users of the system are fully

consulted when developing or changing the system.

Practical Performance appraisal systems must be practical and user-friendly so that everyone can understand them

and use them in away that is not too expensive or time-consuming.

Freefrom The appraisal system must not measure things that are outside the employee's control, such as a lack of

) funds, poor equipment, or the social, political, economic or technological climate.
Interfering factors

Source: Regenyses Monitoring and Evaluation 2007
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Any evaluation tool therefore, must ensure that there are appropriate systems in place for continuous
improvement enabling the employees to assist in achieving the goals and the objectives of the

organisation.

Asal components of a system relate to and affect each other, individual performance must be linked to
team performance that is in turn linked to the achievement of the strategic goals of the department.
Individual, team and organizational performance should therefore constantly be assessed to measure

the extent to which each is contributing to the achievement of these goals.

The policy of the present government is to ensure that education receives sufficient resources so as to
be able to redress past inequitabl e distribution. Education thus receives the largest dice of the National
Budget and at National level, and policies formulated to ensure that the funds are used cost effectively

have been in place for over fifteen years.

The majority of the funds allocated to education are required for personnel costs. It is therefore in the
interests of the Department of Education to ensure that teachers are effectively doing what they are
paid to do, which is to teach. How would this be established if their performance was not measured?
At amacro level therefore it is essential to have a performance evaluation system in place to establish
whether teachers are performing at an acceptable level. The need for an effective system to manage and
monitor the performance of employees, within the context of a public service in transformation is self

evident.

2.7.1 Performance Management

Performance management is a means of promoting the organizations' ability to accomplish its mission
of maintaining or improving what it provides while at the same time seeking to maintain or enhance

staff satisfaction and development (Armstrong, 1999).

This view is supported by Section 5.9 of the White Paper on Transformation of Human Resource
Management which discusses performance management and states:

“ The success of the Public Service in delivering its operational and developmental goals depends

primarily on the efficiency and effectiveness with which employees carry out their duties.”
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Performance management is therefore an integral part of an effective human resource management and
development strategy, and is an on-going process. It also leads on to align training and development,
rewarding good performance, managing poor performance, and using principles of openness, fairness

and objectivity to achieve customer-driven results.

Performance management seems to be a fairly straightforward process however, the practica
experience in many organisations, including the South African public service, has proven that

performance management is not as easy as it appears.

2.7.2 Summary

A major goal of the government’s and public sector transformation strategy has been to improve the
quality of service delivery. Improving quality is a continuous process that involves assessing the
current standards of service and product delivery, raising the bar higher, implementing initiatives that

promise enhancements and reviewing how far the set standards have been achieved.

Performance management should not only set standards, it should also define who is in what way
responsible for their achievement. By assigning persona accountability, organisations can ensure that

better quality service and product delivery isnot an elusiveideal.

It isin this context and within this framework that the study will take place. At amacro level the study
will investigate globally what the purposes of teacher appraisal policies are and to assess the extent to
which the policies at a national and provincia level in South Africa conform to these specifications.
This will be done by conducting a literature survey which will review literature looking at specific
aspects of teacher appraisal and will begin with the origins of the teacher appraisal system in South
Africa

At amicro level it will measure whether policy is being implemented effectively at schools and attempt
to identify barriers to successful implementation. Possible barriers will be identified using the literature
survey and afield study of teachers and administrator’ s perceptions of the system will be undertaken.
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2.8 Teacher Appraisal in the South African Context

South Africa spends proportionately more on education than many other developing countries yet our

pupils perform far worse than those countries in international assessments.

In a publication entitled Doubling for Growth, addressing the maths and science challenge in South
Africa’s schools it is pointed out that our schools continue to produce far fewer passes in maths and
science than the country’s economy requires. As the Human Rights Commission indicated in their
report teachers should spend more time teaching. Perhaps if the incompetent or absent teachers were
identified through the appraisal system, and support provided to remediate this unaccepted practice

sufficient learners would pass these subjects to satisfy the country’ s requirements.

One of the key differences between South Africa and other developing, often poorer countries which

are performing better is related to the amount of time actually spent teaching the syllabus.

According to the Centre for Development and Enterprise, accountability in the schooling system as a
whole is a vital missing factor. It is hard to see significant improvements in quality emerging without
the responsibility for results and consequences for lack of performance by principals and teachers.

Accountability is afundamental purpose of managing performance.

2.9 Financial Transfersfrom National Gover nment

South Africa s national division of revenue system funds provinces progressively; in other words, poor
provinces get more funding per capita of the population than rich provinces. Thisisin accordance with
the equitable share formula (ESF).

The equitable share distribution as prescribed by the Division of Revenue Act would assume that the
KwaZulu-Natal education department would receive the largest dlice. Historically education
expenditure has been about 41% of total government expenditure. Using 2002/3 financial year figures
as an example, provinces received R49,6 billion (41% of R212 billion) for their education budget,
This amount is then divided amongst the 6-17 cohort of the population and a potential amount of
R4,489 per learner is available. However, in practice thisis not the case. An example of thisisthat in
2002 alearner in KZN received just over R4,000 whilst his counterpart in the Free State Northern Cape

and Gauteng received over R5,000. Although more recent statistics reveal that these figures have now
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increased to R 5,530 for KZN with Gauteng and Northern Cape receiving R 7,079 and R 7,865
respectively, the allocation per pupil to the Free State has increased even further to R 7,391.

2.10 Education in Kwa Zulu-Natal

It is important to contextualise the situation in which the Department finds itself. As will be shown in
the figures below, the Department is a huge entity and transformation is a slow process. Effecting
change is comparable to turning around a large ocean-going liner travelling in the rough seas to face in

the opposite direction.

In terms of the political scenario, the African National Congress (ANC) took over the province of
KwaZulu-Natal from the Inkatha Freedom Party (IFP) in the 2004 elections and the new provincial
legislature implemented considerable changes to the systems starting with a change of departmental
leadership and a relocation of provincia offices from Ulundi to Pietermaritzburg. Taken as a whole
these are unsettling circumstances and the problems encountered by the Department therefore do have

their mitigating circumstances.

The KwazZulu-Natal Department of Education is the largest education department in the country. It
employs a total of 68 760 teachers and office-based staff, and takes responsibility for 5,614 schools
with more than 2.7 million learners in total. In his introduction to the 2004/5 Annual Report the

Superintendent General of the Department, Dr Lubisi states:

“It is important to preface the Annual Report by highlighting the nature and status of
administrative and management systems that were inherited by the current MEC when she
took office in 2004. The sheer size of the province, the high levels of poverty as well as the
high infrastructural backlogs that prevail required an injection of financial resources of

massive proportions.

In addition, the amount of neglect over the years and the human capacity and competence

limitations necessitated that the Department developed (sic) sound management and
operational systems to improve the quality of education provision in the province” (KZN
Education Annual Report 2005).
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2.11 KwaZulu-Natal in the national context

Table 8 below illustrates the number of educators in KwaZulu-Natal compared with the other

provincesin South Africa— by far the highest total of any province:

Table 8: Educators by province

Eastern Cape 63,899
Free State 21,955
Gauteng 45,437
KwaZulu Natal 68,760
Limpopo 53,382
Mpumalanga 24,793
Northern Cape 6,069
North West 29,693
Western Cape 25,192
TOTAL 339,180

(Source Education Satistics in South Africa at a glance 2003, DoE 2005)

The figures in the table above tranglate into the pie graph shown in Figure 4, which at a glance

illustrate these figures in terms of percentages per province within the education system in South

Africa
Figure 4: Educators by province
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The mere number of teachers in the province makes the implementation and monitoring of the

appraisal system an administrative challenge. It is aso difficult to entertain the development needs of

so many teachers and the study investigates ways in which these challenges can be met. The statistics

relating to the number of public schools per province indicate that although KwaZulu-Natal has the

highest number of teachers, the Eastern Cape possesses the most schools as shown below:

Table 9: Public Schools by Province

Eastern Cape 6,100
Free State 2,123
Gauteng 1,873
KwaZulu Natal 5,614
Limpopo 4,181
Mpumalanga 1,841
Northern Cape 441
North West 2,211
Western Cape 1,456
TOTAL 25,840

Source Education Statistics in South Africa at a glance 2003, DoE 2005)

The statistics above are trandated into the pie graph shown in Figure 5:

Figure 5: Public Schools by Province
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Despite the Eastern Cape having the most number of schools, the following illustrations show that by

far the highest number of learners attend schools in the province of KwaZulu-Natal:

Table 10: Learners by province

Eastern Cape 2,100,024
Free State 684,134
Gauteng 1,524,595
KwaZulu Natal 2,726,271
Limpopo 1,797,820
Mpumalanga 901,732
Northern Cape 199,229
North West 880,946
Western Cape 929,262
TOTAL 11,744,013

(Source Education Satistics in South Africa at a glance 2003, DoE 2005)

Again, the pie graph in Figure 6 illustrates these statistics graphically:

Figure 6: Learners by province
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Thus, with KwaZulu-Natal having by far the largest number of learners of any province in South

Africa, the equitable share distribution as prescribed by the Division of Revenue Act would assume
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that the KwaZulu-Natal Education Department would receive the largest allocation per learner —
equivalent to at least 22% of the total share.

The following statistics, however clearly indicate that this is not the case as is indicated in Table 11
below:

Table 11: Allocation by province( R 000's)

Eastern Cape 11,539,084
FreeState 5,056,634
Gauteng 10,792,959
KwaZulu Natal 15,076,206
Limpopo 10,455,892
Mpumalanga 5,964,056
Northern Cape 1,566,994
North West 5,976,568
Western Cape 6,504,659
TOTAL 72,933,052

(Source Education Statistics in South Africa at a glance 2003, DoE 2005)

Graphically, the percentages of distribution are illustrated in Figure 7 on the following page, clearly
indicating that although the largest share is given to KZN, other provinces, for whatever reason are

being given more than their share as determined by the Division of Revenue stipulations:
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Figure 7: Allocation by province
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Taken collectively as awhole, these statistics when correlated and compared with each other highlight

extremely interesting anomalies, and illustrate that although KZN receives the lion's share of 21% of

the total alocation, the Rand spent per pupil is ranked at second from bottom as shown in the table

below:

Table 12: Allocations and comparisons

000's
Province AI{IOCﬂ‘ligﬁll Learners Educators Ripupil | PupilEductor Ratio
Eastern Cape R 11,539,084 2,100,024 63,899 R 54085 379
Free State R 5056634 684,134 21,8965 R 7,3M 312
Gauteng R 10,792 958 1,524,545 45437 R 7,078 336
KwaZulu Matal R 15,076,206 2,726,271 68,760 R 5430 06
Limpopo R 10,455,892 1,797,820 53,382| B 5816 93.7
Mpumalanga R 50964,056 901,732 24793 R E614 6.4
Morthern Cape | R 1,566,994 199,229 6,069 R 7.B6S 32.8
Morth WWest R 589764568 880,946 29,693| R 6,784 9.7
Western Cape | R 6,504,658 929,262 25,192| R 7,000 36.9
|TOTAL R72933,052 11,744,013 339,180

(Source Education Satistics in South Africa at a glance 2003, DoE 2005)

This budget spend has important implications in the provision of service delivery as 83.3% of the KZN

Provincia Education Budget allocation is spent on personnel. This only leaves a remainder of 16.7%

for other requirements such as textbooks, infrastructure etc.
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In the context of the study it is important to point out that with the one percent increment granted to
deserving teachers in the province, based on the scores obtained in the appraisal, it is likely that the
alocation to personnel will grow, rather than decrease. Given the background of the study, the question

has to be asked whether all teachers who were granted an increase in salary are deserving of the merit

pay?

This same question is addressed in a publication entitted Doubling for Growth
Addressing the Mathematics and Science Challenge in South Africa’'s Schools which quotes the
December 2006 Peruvian experience where the education ministry announced that all teachers would
have to take a proficiency examination. Peruvian unions who have been long opposed to teacher
evaluation smuggled out the examination paper and posted it on their website. The ministry, however,
created another examination paper, and in January 2007 - despite protests from the unions were able to
get 80% of the teachers to write. The result was that amost half of the teachers who wrote the
examination were unable to solve basic mathematics questions and a third failed a reading

comprehension test.

The report suggests that South Africa should implement a similar test for its teachers, since the study
argues that like in South Africa, the education system in Peru is not delivering the quality education as
required. As it has aready been pointed out, South Africa spends proportionately more on education
than many other developing countries yet our pupils perform far worse than those countries in
international tests.

An adequate supply of good teachers is a sine qua non for reaching the goals of the department.
Without an audit of existing teachers we cannot tell how many effective teachers we have and how

many we heed to upgrade. Properly managed, the IQM S should provide the vehicle for such an audit.

2.12 Conclusion

Chapter Two provides a conceptual, theoretical, political, legidative and systems framework on which
the study is based. It indicates that the requirements for performance appraisal within the Public
Administration paradigm have been adequately legislated for but that contextual factors are not taken
into account and therefore the conditions under which teachers are expected to teach vary from school
to schooal, digtrict to district and province to province. These variables need to be taken into account if

the appraisal systemisto be applied consistently and uniformly.
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The particular position of the education system in KwaZulu Natal presents a chalenge in
implementing policies because of the mere size of the system. It is very different to the other smaller
provinces such as the Northern Cape province and the Free State province which have significantly
less schools, teachers and learners. The implementation of the Integrated Quality Management System
Policy in this province is perceived therefore more difficult to implement than in the other eight

provinces.
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CHAPTER THREE
PERFORMANCE MANAGEMENT LITERATURE REVIEW

3.1 Introduction

The challenges of Performance Management were discussed in the previous chapter and a brief history
of the evolution of the Teacher Appraisal System in South Africa was provided. Chapter Three will
look at teacher appraisal systems from a National and International perspective, with the intention of
assessing the extent to which the Teacher Appraisal System in South Africa conforms to systems used
in other countries. The value of managing the performance of teachers and the effect it has on school

improvement in general and teacher improvement in particular will be discussed.

When compared to other appraisal systemsin usein the international arena, there are many areas in the
South African system that are theoretically correct and should therefore be in a position to achieve its
intended objectives. Some of these objectives are listed bel ow:

i) The system should be perceived to be effective in doing what it set out to do
i) The system should motivate teachers to improve their performance

iii) The system should assist teachers to develop professionally.

iv) The system should improve learner achievement

V) The system should make the school alearning organization.

This implies a collegial environment in which teachers work as a collective rather than working as

individuals.

The chapter will review the literature and limit its broad scope to the above aspects with a view to
finding whether there are other objectives which have been identified by previous researchers in this
field of study. It will also look at the principal theories used by expertsin the field to establish whether
the study can be constructed around these theories. It will also be used to formulate the research

questions.
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3.2 Purposes of and Problems of Teacher Appraisal
3.21 Aimsof Teacher Appraisal

The major aim of teacher appraisal is to develop teachers in order to improve curriculum delivery in
schools. The effectiveness of the process of teacher appraisal is, however, dependent on how the

teachers themselves perceive the system being used.

Teacher evaluation is a complex process. It is a series of activities and actions that are interconnected
and relate to a specific purpose. As teachers deal with complex problems, they should be evaluated as
professionals which means that the standards should be developed by their peers, and their evaluation
should focus on the degree to which they solve professional problems competently (Soar, Medley, and
Coker, 1983). The emphasis of their evaluation should be on their teaching and not on them as
individuals (Findley and Estabrook, 1991) and take into consideration the involvement and

responsiveness of othersinvolved in the education process (Weade and Evertson, 1991).

3.2.2 General Purpose of Teacher Appraisal

The general purpose of teacher evaluation is to safeguard and improve the quality of instruction
received by students (Kremer, 1988) so the system must provide a process that allows and encourages
supervisors and teachers to work together to improve and enhance classroom instructional practices.

According to various writers quoted below, there are six main purposes of teacher evaluation:

i) It should strive to improve instruction by fostering self-development and peer assistance
(Rebore, 1991).

ii) Staff development activities can be rated and identified (Peterson (2004).

iii) The selection process can be validated (McGreal, 1983).

iv) It provides a major communication link between the school system and teachers
(Danielson, 1996).

v) Personnel decisions can be enhanced through an effective evaluation process (Kremer,
1988).

vi) Teacher evaluation can protect students from incompetent teachers (Peterson (2004).

Since there are no clear-cut standards for judging incompetence, multiple indicators must be utilized to

identify marginal teachers (Bridges, 1992).
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3.2.3 Ineffective systems are expensive

Ineffective teacher evaluation systems are more costly than effective ones. Substandard teacher
evaluation programmes, because they neither improve teachers instructiona skills nor permit the
dismissal of incompetent teachers, rob children of the achievements, when well-taught, they have the
potential to obtain (Peterson (2004). The perception is that the teacher evaluation system used in South
Africa does not allow for the dismissal of incompetent teachers and the instructional skills of teachers
have not been improved. The study will therefore investigate whether IQMS can be considered a
substandard teacher evaluation programme.

Conventional teacher evaluation, warns Bernsteine (2004), often resembles a meaningless ritua. “Or
even worse, it becomes a recurring occasion to heighten anxiety and distance between teacher and
administrator, and competition between teacher and teacher”. In short, it minimizes dialogue,
reinforces ingtitutional hierarchies, and risks poisoning otherwise productive working relationships

among school professionals.

The appraisal of teaching performance is as old as the education profession itself (Rebore, 1991). Few
issues in education have the potential to generate as much heat for educators as the evaluation of
teachers (Gitlin and Smyth, 1989).

These points bring into clear perspective the need for an effective teacher evaluation policy, and the
need for schools and administrators to examine policies with a view to improving learning
opportunities in their various classrooms. The study aims to investigate whether the views of these

commentators are represented in the application and implementation of the IQMS.

324 TheUsesof Appraisal

The goals and purposes of professional appraisal may be summarised in two categories. evaluative and
developmental. The evaluative purposes include decisions on pay, promotion, demotion, retrenchment
and termination. The developmental purposes include research, feedback, management and career
development, human resource planning, performance improvement and communication (Schuler,
Dowling, Smart and Huber, 1992, 207). The teacher appraisal system (IQMS) used in South Africa has
both an evaluative and developmental dimension, although the former is used only for pay progression

and not for promotion, demotion, retrenchment and termination purposes. The perception is that
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teachers being appraised are not benefiting from the developmental dimension and are only interested

in the pay progression aspect of the process. This perception will be further explored in the study.

3.3 Productivity improvement

It is important that an understanding of the meaning of productivity, in the context of the public sector
is grasped. Public sector productivity is as important to economic performance of a country as that of
the private sector. Thornhill (2006) identifies three main reasons why public sector productivity is
crucial. Firstly, the public sector isamajor employer. Secondly, the public sector is amajor provider of
services in the economy, particularly business services (affecting cost of inputs) and socia services

(affecting labour quality). Thirdly, the public sector isaconsumer of tax resources.

Productivity is generally defined as a measure of the amount of output generated per unit of input.
The definition of productivity as being concerned with the relationship between input and output does
not cover issues that many people have in mind when they talk about public sector productivity. A
more general interpretation of productivity encompasses broader concerns about the outcomes
achieved by the public sector. In common parlance, many people talking about public sector
productivity have in mind the general question of what value they receive from public servicesin
return for the utilisation of public funds. Putnam (1993) rejects the idea of including outcomesin
productivity measurement. His argument is that to focus on outcomes (changes in health rather than
patients treated; changes in educational status rather than numbers of lessons taught) includes changes

over which the government has no control.

Although the issue of productivity and performance enhancement in the public sector is nothing new,
scholars and practitioners have worked for decades to identify what makes government productive and
effective. In fact, the use of the concept of productivity has been intermingled with the concept of
performance (e.g., Jackson, 1999; Stainer and Stainer, 2000.) Researchers have identified each concept
in different ways. Productivity and performance are functions of many factors — ranging from top
management support, committed personnel at al levels, a performance measurement system, employee
training, reward structures, community involvement and feedback to correction of budget-management
decisions. It is thusimportant to build up capacities for productivity improvement (Holzer and Seok-
Hwan, 2004). As was pointed out in Chapter Two using the Integrated Organisation Model as the
framework, improving productivity isaquality control measure to ensure that the available resources
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are used in an effective and efficient way to ensure that the intended outputs are obtained in a cost-

effective manner.

Productivity improvement is of concern to almost all organisations, and what employees do or do not
do influences the productivity of the organisation. Performance appraisal in industry is viewed as being

important because:

“ an effectively designed (appraisal) form serves as a contract between the organisation and
the employee, and helps act as a control and evaluation system enabling appraisal to better
serve a multitude of purposes’ (Schuler et al., 1992, 207).

These purposes are outlined in Table 13 hereunder:

Table 13: Productivity Improvement

M anagement development Providing a framework for future employee development by identifying and

preparing individuals for increased responsibilities.

Perfor mance measur ement Establishing the relative value of an individual’s contribution to the company,

and helping to evaluate individual accomplishments.

Remuner ation and benefits Helping to determine appropriate pay for performance and equitable salary and

bonus incentives based on merit or results.

I dentification of potential Identifying candidates for promotion.

Feedback Outlining what is expected from employees against their actual performance
levels.

Human resour ce planning Auditing management talent to evaluate the present supply of human resources

for replacement planning.

Communications Providing a format for dialogue between supervisor and supervisee, and
improving understanding of personal goals and concerns. This can also have

the effect of increasing the trust between the supervisor and the employee.

(Source: Adapted PG van der Watt)

As has been stated, other purposes of performance appraisal are demotions, terminations, internal
recruitment and research. Literature pertaining to industrial and business settings may have a limited
application when transposed to educational environments. How can a teacher’s “productivity” be
measured, for example?
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The importance of appraisal in any organisation cannot be overemphasised. The literature on staff
appraisal covering a wide spectrum of fields such as commerce and industry, private and public
sectors, including schools, shows that appraisal is an indispensable part of managing human resources.
Although the purposes have aready been discussed, generally three main purposes have been

identified. These in summary are:

- To serve as a basis for modifying behaviour towards more effective working habits;
- To provide adequate feedback to each employee on his/her performance; and
- To provide data to managers with which they may judge future assignments and

compensation (Kermally 1997).

3.4 Evaluation Methods

There are various methods that can be used for evaluation. These are discussed in the section

hereunder.

3.4.1 Data Collection: L esson observation

The evaluation process usualy involves preparation, observation, data collection, reporting, and
follow-up. Data collection normally entails aformal observation which is preceded by a pre-conference
and followed by a post- conference. The utilization of forma observations does not mean informal
observations should be ignored. Many unannounced visits usually prove to be more effective than a
few announced visits. It is for these reasons, and those provided in the next paragraph that there are
limitations to classroom observations as an assessment method. As has previously been stated, the
South African appraisal system allows for only one announced visit per academic year. The question to
be explored in the study is whether this single visit is sufficient to evaluate the performance of a

teacher.

Furthermore, the classroom observation technique in teacher evaluation is criticised for being
potentially biased, invalid and unreliable (Darling-Hammond et al 1983).

Darling-Hammond, in Mitchell, Wise, and Plake (1990), asserts that they revea little about the
coherence of the curriculum, the depth and breadth of content covered, the range of teaching

techniques used, the quality and variety of materials employed, the types and frequency of students'
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assignments, the quality of instruments used for student assessment, the kinds of feedback students
receive on their work, or the appropriateness of any of these things for individual students and for the
classroom context as awhole. The challenge of establishing alternatives to classroom observation as an

evaluation instrument will be part of the focus of the study.

3.4.2 Evaluation as part of whole school development

Thereis aview that teacher appraisal is but only one aspect of whole school development and that this

should be incorporated into other concepts which are discussed in the following paragraphs.

Teacher evaluation should be a small but significant part of the larger strategy for school improvement
(Mitchell et al. 1990) which would see staff development take place prior to evaluations (Sergiovanni
1977). In the South African context, development takes place after the evaluation and the wisdom of
thiswill be explored in the study.

The professional independence of teachers also has to be taken into account. Thereis aso a school of
thought that the evaluation process needs to take actual teaching experience into account and that

novice teachers should be evaluated differently to experienced teachers.

Teaching sometimes requires unorthodox methods to bring out the best in their students. Experienced
and excellent teachers are capable of pedagogical performances that educational theory and research

can neither explain nor predict (Shulman, 1987). This to some extent involves taking calculated risks.

These risk-takers and innovators must be encouraged not stifled. Consequently, any effort to define
standards for teaching and to operationalize them in an evaluation must reach beyond the judgment of
academic experts. Therefore, a form of evaluation is needed that will reflect a more enlightened view
of teaching, that will inspire teacher educators to aim higher in creating their own curricula and
designing their own programmes, which would need the introduction of new forms of mentoring,
collaboration, and collegiality (Shulman, 1987, 44).

The extent to which these aspects are covered in the IQM S will be explored in the study.
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3.4.3 Evaluation methods

Apart from the classroom observation method there are a variety of other methods used to evaluate
teachers but most evaluation programmes consist of varying combinations of the following

components which are elaborated upon in the next section:

i) Competency testing

South Africa does not have competency testing, but the National Teachers Examination (NTE) in use
in the USA is an example of competency testing. Used for initial certification and hiring decisions, the
disadvantage lies in its degree of validity. Most studies of NTE results and evaluations of teacher
performance show low correlation. No test has been developed to measure a teacher’s professional
commitment, maturation of decision-making ability, and socia responsibility - al important criteria for
effective teaching and learning (Soar et al, 1983). Test proponents, however, maintain that
examinations guarantee a basic knowledge level, eliminate interviewer bias, and are legally defensible
(Darling-Hammond et al, 1983).

It is highly unlikely that South Africa would consider introducing this method of evaluation, although

it does have its merits.

ii) Classroom observation

This is the most popular evaluation method, usually performed annually by school administrators for
experienced teachers and more frequently for beginning teachers. Observation reveals information
about such things as teacher interaction and rapport with pupils that is unavailable from other sources.
Research criticizes the technique, however, as potentially biased, invalid, and unreliable (Darling-
Hammond et al, 1983). The South African system, as has been pointed out relies heavily on this
method of evaluation but islimited to the one observation visit per year.

iii) Student Ratings

Using student ratings in teacher evaluation has usually been restricted to higher education, although

student input has been collected informally in middle and secondary schools. This method is
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inexpensive, and has a high degree of reliability, but questions of validity and bias remain (Darling-
Hammond and others, 1983).

Although the South African system allows for upward feedback from pupils it is hardly ever used.
There is a place within the instrument for learner feedback, but is not a compulsory element of the

process.

iv) Peer Review

Teaching colleagues observe each other’s classroom and examine lesson plans, tests, and graded
assignments. Peer review examines a wider scope of teaching activities than other methods.
Disadvantages include time consumption and possible peer conflict. Formative application features

may justify the time demands and minimize sources of tension (Owens 1991).

The South African system insists that the evaluation panel includes a peer of the evaluees choice. This
has led to criticism as the peer is unlikely to want to give their colleagues low scores an aspect that will

be covered in the study.

V) Learner Achievement

Nationally standardized learner achievement examinations often are used to evaluate teachers and
school systems by ranking the student, class, and school according to national norms. Research shows
that under certain conditions test scores are positively correlated with teacher behaviour (Woolever,
1985). But scores also depend on inherent student qualities, such as 1.Q., which are independent of

teacher influence (Darling-Hammond et al, 1983).

The South African system does not use learner achievement as a criterion for evaluation. It is
suggested, however, that learner achievement should be taken into account in the process. This concept
will be further investigated in this study.

vi) Indirect Measures

Other “good teacher” descriptors have been examined to determine if they correlate with student

achievement. These descriptors include enthusiasm, humour, judgment, objectivity, and punctuality
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(Ovando 2001). Research has found a relationship between teacher flexibility and effectiveness, and
some teacher characteristics appear to be more effective in some classroom situations than in others.

But these findings have not been used in teacher evaluation (Darling-Hammond et al, 1983).

It is clear that various methods are available and literature exists to support al of the above evaluation
methods. Coker (1985) observes that the lack of consensus about evaluation issues represents the lack
of knowledge about effective teaching and measurement technology. He further suggests that this
knowledge can be acquired through studying the data now generated by valid and reliable methods.
Validity and reliability of the techniques are discussed in more detail when dealing with criteria for
teacher evaluation.

The South African Teacher Appraisal System (SATAS) uses many of the discussed evaluation
methods. Although each method does have its own merits, it is suggested that teacher appraisal should
be continuous and ongoing with a portfolio to support the evaluation rating. It is also evident that the
one planned and announced classroom observation provided for in the SATAS is insufficient to
objectively rate a teacher. This is further discussed in the final chapter where recommendations are
made.

3.5 Unique context of teacher appraisal

The various methods discussed above indicate that evaluating a teacher’s ability to teach is not as
straightforward as it appears. There is therefore a need to establish whether teacher evaluation is
different to the evaluation of other professions. The literature seems to suggest that it isindeed so. The
developmental problems of teacher evaluation programmes begin with the basic consideration: what is
being evaluated? Criteria used to determine teacher quality would seem to hinge on the
teaching/learning/assessment cycle. Teachers teach different subjects and each subject requires its own
unique skills and methodologies. The teaching methods and techniques of a mathematics or physical
science teacher differ from those of say a music, art or English teacher. The question has to be asked

whether there are generic characteristics peculiar to all “good” teachers.

Administrators and teachers need access to comprehensive evaluation models that capture the
complexities of teaching. Matching an expanding knowledge base of teaching and learning,
Performance standards need to be developed that lead to reconfigured assessment designs requiring an

assortment of reflective, analytic skills which are presently not taken into account.
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The problem appears to be that all stakeholders in the process which include parents, administrators,
legislators, and teachers- purport to know precisely what a good teacher is or should be. Each of these
passionately describes this teacher in great, but mostly biased, detail (Soar et al, 1983). Evaluation

criteria should be specific, measurable, achievable, realistic and time-framed.

The current literature generally agrees that “good” means “effective.” A good teacher teaches; students,
in response, learn and achieve. But there are serious disadvantages in evaluating teachers by their

students’ achievement which will be discussed in the Evaluation Methods section.

3.6 Complexity of teacher appraisal

Literature on teacher appraisal shows that it can be very complex as it involves a number of factors
than can either impede or support teacher effectiveness (Malongwa 1995). Motswakae (1990) contends
that governments worldwide are becoming aware of the need to examine carefully and critically the
education provided in order to ensure relevance and appropriateness to the needs of the young. It may
thus be inferred that teacher appraisal is of topical importance as its main objective is to improve
individual performance and motivation. Poster and Poster (1992) believe that “... if employees are to
perform effectively, they must be well motivated, understand what is expected of them and have the
ability and skillsto fulfill their responsibility”.

Poster and Poster (1992) in their portrayal of appraisal in organisations state that “...it is a means of
promoting, through the use of certain techniques and procedures, the organization's ability to
accomplish its mission of maintaining and improving what it provides while at the same time seeking
to maintain or enhance staff satisfaction and development”. Sharing this sentiment is the definition
offered by Fisher (1995) that it is “... a process of management which entails improving the
organization’s performance through the enhanced performance of individuals’. Thisis taken further by
Moorhead and Griffin (2004) when they assert that managers strive to motivate people in the
organization to perform at high levels; that is, to work hard, come to work regularly, and to make

positive contributions to the organization’s mission.

The appraisal and evaluation of teacher performance should be viewed in terms of its unique context,
not merely in terms of process and product. This would appear to preclude the transposition of
performance evaluation processes from industrial settings to educational institutions, and to necessitate

the consideration of teacher appraisal/evaluation as a unigue issue.
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3.7 Challenges of Teacher Evaluation

The literature review identified a number of challenges with present teacher evaluation systems. Four

of the challenges considered as critical are presented bel ow:

3.7.1 Compliance versusthe Goal and Focus problem

Teacher evaluation can be very unimportant if it is perceived to be so. It can either be made into a
bureaucratic requirement that is of little or no help for the teachers, that is, collection of information
that cannot and is not used in school-wide decision-making and planning, or it can be used as a tool to
create better teachers and in turn develop better schools. Evaluation is therefore inextricably linked to
school improvement, which is however, a study on its own and will therefore not be discussed in great

detail in this section.

The primary purpose of evaluation is the improvement of teaching and learning. It is not to seek out the
incompetent teacher. The evaluation process starts with the thinking that teachers are competent; that it
is there to recognise and record that competence is present and to provide support to help improve the
teacher’s skills. What is required therefore, is that the foremost or single most important aim of the

whole process is to make the teacher a better teacher, and improve students' learning.

Evaluation plays a particularly critical role in any occupation that claims to be a profession. In any
profession there should to be a process in place to determine the extent to which members are adhering
to set, observable standards and organizational goals. There is a basic human tendency to make
judgments about fellow employees, as well as about the individual. In many schools teacher evaluation
has become a bureaucratic requirement that is done at the end of the school year, filed away in a
teacher’ s permanent record to become history and not used for the intended purposes.

There is a temptation to attempt to reduce evaluation to a numerical basis for ease of making some
quantitative assessment (Findley and Estabrook, 1991) in spite of the fact that these results reved little
about the qualitative aspects of what teachers actually say and do during instruction (Herrmann, 1987).
Most accountability-oriented evaluation systems are not accounting for the right things. Consequently,
they are less effective than planners hoped in bringing meaningful oversight to the schools
(McLaughlin and Pfeifer, 1988). Some of the most widely adopted forms of teacher evauation in
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current use rely on behavioural indicators to assess teaching, without reference to the appropriateness

or effects of the teaching behaviours being measured.

Teacher evaluation systems based on whether teachers exhibit behaviours consonant with research-
supported instructional principles are conceptually flawed because they presume that research-derived
principles, adhered to by a specific teacher, will invariably lead to successful results. What tends to be
relevant for large groups of teachers and students, however, may not be true in the case of individual

teachers.

“Teacher evaluation is a profoundly particular undertaking” (Peterson (2004). Furthermore, Duke
(1993,) states that “policies that mandate that all teachers must grow according to a fixed schedule and
in similar ways are mindless’. Simply itemizing what a teacher possesses or demonstrates, argue
Weade and Evertson (1991,), can add up to a description with limited utility. Worse yet, they continue:
It can suggest that isolated behaviours make a difference in and of themselves, independent of the
context in which they occur. By default, the roles played by students and materials get left out of the

picture.

Reductionist (allocating a score) teacher evaluations actually ignore the vast importance that teachers
personal and professional histories play in the construction of meaning about classroom events (Gitlin
and Smyth, 1989). These authors claim that the alleged supremacy of technique within evaluation
should be seen for what it is - “a means of portraying a false consensus about the ends of teaching, and
adenial of the debate that should ensue about what the nature of these desired goals might be”. If the
intent of evaluation is to help teachers improve their instructional practices, the categories and

descriptors may become “ obstacles to seeing, rather than aids to better vision” (Wood, 1992).

3.7.2 The Challenge of What Should be Measured

This leads to the obvious question of what should be measured. Agreement on a clear set of criteriaon
which ateacher’s performance in class can be assessed has been indefinable (Danielson 1996; McNed,
1987), and this comes down to the point that what matters most is what is to be measured? Most
current evaluation methods, however, seem to be characterized by an allegiance to arational/technical
or scientific approach to inquiry (Wood, 1992). In this approach, the observer’s judgment of teaching
behaviours takes preference, while little or no consultation with the teacher or reflection on the

teacher’s and students’ interpretations of their classroom experiences, is considered. This, claim Gitlin
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and Smyth (1989), amounts to a misplaced faith in the capacity of scientific forms of research on
teaching to deliver definite knowledge about the nature of teaching. On the other hand, an educative
approach, as espoused by Gitlin and Smyth (1989), facilitates the breaking down of barriers that stand
in the way of dialogical relations. One such barrier is the “artificial division of labour between those
who are reported to hold educational theories and those who engage in teaching” (Gitlin and Smyth,
1989). While a technocratic view of schooling focuses attention solely on “how to” questions, an

educative approach encourages a critical orientation linking what ought to be with how it will be.

3.7.3 TheValuator Expertise Challenge

One of the main obstacles to teacher evaluation is the experience and proficiency or the perceived
proficiency of the evaluator. This endorses the subjectivity of the evaluation process.

The capability of the evaluator to evaluate is probably the most difficult aspect of the evaluative
process (Mitchell et al 1990). Administrators, whose background may be in widely different fields,
states McNeal (1987), are forced to rely on simplistic measures such as checklists. The degree to which
administrators “dip into mindless activity by allowing the structure of the (evaluation) instrument to

control their sight and awareness’ (Wood, 1992) exacerbates the problem of expertise.

Questions are sometimes raised about the extent to which an observer’s account is an adequate match
for what usually occurs in a classroom (Weade and Evertson, 1991), especialy when, as was
documented in Miner's (1992) study, some principals make evaluations after only 20 minutes of

observation.

Further, when a class is being observed, the teacher and students take on “artificia roles that they
believe to be appropriate to the occasion” (Weade and Evertson, 1991). School management structures
often fail to observe and evaluate teachers, or they overrate the teachers they do evaluate (Guskey,
2000). In thisregard, Downey et al (2004) found that “some principals gave outstanding eval uations to
teachers who dozed in class because the teacher was a friend”. Often those responsible for evaluating
teachers are not sure of the rules or the procedures for conducting the evaluation. This also drastically
affects the soundness and fairness of the evaluation (Rieck, 1989). Also, the level of objectivity of
evaluations is lowered because administrators are either not aware of, or admit to, the manner in which

their own attitudes and experiences may tend to slant what they see and hear (Wood, 1992).
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It is not surprising, therefore, that according to Medley and Coker (1987), studies have found no
appreciable agreement between administrator judgments of teaching effectiveness and the amount

students learn.

3.74 TheChallenge of Hierarchy and Control

The problem of hierarchy and control refers to the situation where the person who is being evaluated is
regarded