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STAFF APPRAISAL IN EDUCATION: PERCEPTIONS AND
PRACTICES ACROSS CULTURES

Saima Ali Asghar

This article reports a study conducted at the University of Warwick which looks at the
varied styles of staff appraisal experienced by the subjects of the study, along with their
perceptions of good staff appraisal procedures and practices. It is what Holliday
(1997) calls ‘an ethnographic study’ from ° varied and locationally spread’ teaching
ervironments around the world It is motivated by the views expressed by my
colleagues on the MA programme which highlighted the fact that there are radically
different perspectives on teacher development, and the realisation that there is a need
to bring some coherence to these potentially conflicting viewpoints. The research gives
a glimpse into the diverse appraisal processes experienced by the multi-cultural group
of participants by eliciting their views of their appraisal experiences, and the
combinations of ways in which appraisal is conducted across the world. This has led fto
the conclusion that while most innovations in teaching and staff development stem from
BANA cultures as identified by Holliday (1993), they need to be adapted to suit the
culture of the institution that they are exported to in the rest of the world.

Bearing in mind the crucial role of the teacher in the educational system, and
consequently in society, it is important to have staff development programmes which
provide opportunities for individual professional development by identifying weaknesses
and strengths among the teachers. West and Bollington (1990:5) advocate the use of
Appraisal, a partnership between the school and the teacher, “to look at individual
performance, to consider how and where performance can be developed and improved”,
and also to “provide feedback in both directions”, which is considered ‘vital’ to
organisational and individual development. In the appraisal process, the teacher or
appraisee works in conjunction with the appraiser, who acts as a guide, mentor,
counsellor and friend, and together they agree on a non judgmental View of the teaching
ohserved and determine the best possible way to improve upon it. It is important to note
that appraisal should not be limited to taking a judgmental view of the teaching process,
where the appraiser is invariably a superior, evaluating performance through observation
only. In such cases, any impressions that the appraiser gets from the observation of the
teaching, and his views, are not shared with the teacher for positive remedial action, but

are used as a criterion for ensuring quality and thus used to judge and assess the
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competence of the teacher. The teacher is observed impersonally and is not actively
involved in the process. In such clinically evaluative procedures, the focus is generally on
accountability and not on performance review for developmental purposes.

In his book titled ‘Developing Management in Schools’, Everard (1986:133) sees staff
appraisal and development to be an important aspect of all forms of review and
evaluation systems, with the condition that the “appraisal should be constructive,
developmental and forward-looking - not threatening or punishing.” (1986:145). West
and Bollington (1990:8) list the three major aims for teacher appraisal identified by HMI
(Her Majesty’s Inspectorate) in October 1989, as:

1. The professional development of teachers

2. Improving the management of the school or college

3. Improving classroom performance

Steps in the Appraisal Process

Any kind of staff appraisal, whether conducted by superiors, peers, or the teacher
himself, can be broadly categorised into the three stages of preparation, interview and
follow-up. West and Bollington list the components of these stages, illustrated below.

1. Preparation Initial meeting
Self-appraisal
Classroom/task observation
Collection of other relevant data

1. Interview Interview
Target-setting
Production of statement

1. Follow-up Discussion of meetings
Professional/development activities
Review meeting/additions to statement
Follow-up support/professional development

Table 1 (West and Bollington 1990:16)

It is important to note that not all appraisal processes comprise all the components
listed in this model; there may be various combinations of the different methods included

in each stage of the appraisal process, depending on the suitability and applicability in
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