


» Setting realistic and attainable objectives for future performance and identifying the
professional leaming needs of teachers is as important as evaluating past performance.

« Commitments made during the performance management process (such as the
provision of professional learning opportunities) are honoured. Responsibility for
meeting any commitments made in respect of training and development is shared
among the supervisor, the teacher, and the school.

* The process complies with the relevant legislative and/or policy framework.

In broad terms, the objectives of the performance management process for teachers are:
» {o inspire a shared vision for the teaching profession;

to identify the values, knowledge and skills that are distinctive to the teaching profession;

to guide the professional judgment and actions of the teaching profession; and

to promote a common language that fosters an understanding of what it means to be a
member of the teaching profession.

Specifically, in the process of reviewing performance, the objectives are:

* to let the teacher know how s/he is performing through an evaluation of job-related
attributes, behaviours and results, and to have a conversation about professional
learning requirements;

¢ to encourage communication about the expectations, goals and outcomes of both the
teacher and the school/education system; and

» to build stronger performance, including the capacity for self reflection, in both teachers
and supervisors.

s Operationally, teacher performance management happens at school level between
teachers and principals/school leaders. Ideally it comprises ongoing formative
conversations about performance that are both prospective and retrospective in nature.
Each cycle should conclude with a rigorous summative assessment, at least every three
to five years.™

» Some form of reporting on the performance of individual teachers to the responsible
authority* is required. This will assist the responsible authority to monitor requirements
for professional development, issues that may need to be addressed, and for the
responsible authority to receive feedback on the efficiency and effectiveness of their
policy and procedures. Effective performance management requires that teachers and
their supervisors discuss performance professionally, in a respectful and open manner.

* 1deally, the summative assessment would be linked with re-registration requirements,
3 The responsible authority may be beth the empioying authority and the registration body.
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6 Appendix 1 - Review of the Performance
Management Literature with Particular
Reference to Teachers.
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The notion of performance management continues to be a vexed issue in the human
resources literature. While there is general agreement that it is important and effective when
done well there is frustration that performance management tends to be done less well than
it should.

In too many organisations, “the formal performance appraisal system is little more than an
annual form-filling exercise that irritates managers and frustrates employees”.® While the
aim is to ultimately improve performance it has failed if employees see the process as
punitive; and, if it done by someone who does not know the employee well, it is pointless.¥
There is general agreement that:

The research on performance management indicates a trend for agencies to move from
performance management systems that focus on performance appraisal to systems that
integrate organisational and individual performance, linking work practices and performance
to the achievement of organisational outcomes. This is associated with a growing
awareness of the importance of the contribution of employees in ensuring agencies meet
required outcomes.

This can be seen in the work of Williams* who comments that there appear to be three main
perspectives on performance management:

» performance management as a system for managing organisational performance;
s performance management as a system for managing employee performance; and

» performance management as a system for integrating the management of organisational
and employee performance.

¥ Herman Aguinis, Performance Management (2" Edition), Prentice Hall, 2007
3 Mike Toten, “Assessing your performance management system”, Workplace Irifo, 9" October 2003
3 Gienn Martin, "Performance appraisals — still getting no satisfaction”, CCH, 17" June 2004
38 sps
ibid.
* Richard Williams, Managing Employee Performance: Design and implementation in organizafions, Thomson Learning, 2002
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Williams states that his research, however, has shown that application of the third approach
is rare and that the dominant approach “still rests on objective setting and annual appraisal”
which in some cases might be supplemented by performance related pay.

Herman Aguinis® lists the characteristics of an ideal performance management system as:

e strategic congruence - The system is congruent with the unit and the organisation’s
strateqgy;

» thoroughness — All employees should be evaluated, all core job responsibilities should
be evaluated; evaluation of performance should span the full review period and feed
back should provided on positive performance as well as on those who need
improvement;

s practicaiity — A good system is easy to use;

» meaningfuiness — The system should be relevant and meaningful to both employees
and employers/supervisors;

» specificity — A good system is specific in providing guidance and information;

¢ identification of effective and ineffective performance — The system should aliow for
distinguishing between effective and ineffective performance;

« reliability — The system should include measures of performance that are consistent and
free from error;

« validity - Measures of performance should be valid;

e acceptance and fairness — A good system is acceptable and is perceived as fair by all
participants;

¢ inclusiveness - Good systems include input from multiple sources on an ongoing basis;
« openness — Good systems have no secrets;

o correctability — There should be mechanisms for the correction of errors — an appeals
process through which employees may challenge what may be unjust decisions;

¢ standardisation — Good systems are standardised and are evaluated regularly;

o ethicality — Good systems comply with ethical standards.

For a range of reasons that may be related to the nature of the teaching profession, it
appears that traditional performance management processes have proved particularly
difficult to implement successfully although there has been no shortage of attempts. In a
related topic, debates about the usefulness of merit pay (and how that might be decided)
have been going on for a half-century or more, particularly in the United States.

In a recently released report, Creating Effective Teaching and Learning Environments (June
2009), the OECD has the first internationally comparative perspective on the conditions of

0 Herman Aguinis, Performance Management (2° Edition), Prentice Hall, 2007
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teaching and learning, based on data from 23 countries.* The Teaching and Learning
International Survey (TALIS), through the eyes of teachers and principals, examines
important aspects of professional development; teacher beliefs, attitudes and practices;
teacher appraisal and feedback; and school leadership.

The report has a number of interesting findings:

In most countries, the most teachers are satisfied with their jobs and consider that they
make a significant educational difference for their students. Teachers are also investing
in their professional development. However, three-quarters of teachers report that they
would receive no recognition for increasing the quality of their work or for being more
innovative in their teaching. In fact, three-quarters of teachers say that, in their school,
the most effective teachers do not receive the most recognition and that their school
principal does not take steps to alter the monetary rewards of a persistently
underpetforming teacher.

The generally positive reception by teachers of the appraisal and feedback which they
receive on their work indicates a willingness in the profession to move forward...
teachers generally report that appraisal and feedback make a difference in their work.

Better and more targeted professional development is an important lever towards
improvement... But relatively few teachers participate in the kinds of professional
development that has the largest impact on their work, namely qualification programs
and individual and collaborative research.

TALIS suggests that effective school leadership plays a vital role in teachers’ working
lives and that it can make an important contribution to shaping the development of
teachers. In schools where strong instructional leadership is present, TALIS shows that
school principals are more likely to use further professional development to address
teachers’ weaknesses identified in appraisals. Often, there are also better student-
teacher relations, greater recognition given to teachers for innovative teaching practices
and more emphasis on developmental outcomes of teacher appraisals and more
collaboration between teachers.

There is a need for individualised and targeted programs for teachers rather than just
whole-school or system-wide interventions that have traditionally dominated education

policy.

The survey indicates that educational planners could do more to support teachers and
improve the performance of students if both the public and policy makers focused less
on control over resources and educational content and more on learning outcomes.

TALIS says more than 90 per cent of Australian teachers also believe that the best
teachers in their schools do not receive the most reward for their work, and no action is
taken against teachers who perform poorly over a long period. In Australia, however,
teachers responded favourably to professional appraisal without the need for monetary
rewards.

The importance of quality teaching and quality schools is being driven by the significant
impact it has on student achievement. Eric Hanushek

It OECD, Creating Effective Teaching and Learning Environments. First Resuilts from TALIS, June 2009
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Not surprisingly, improved student results also impact on the national bottom line. In his
work Hanushek has also found that “countries that improved their cognitive skills over time
experienced relative increases in their growth paths”.

Perhaps it is not surprising, then, that Johnson and Shields, in their analysis of teacher
performance appraisal in New South Wales, attempt to place it in its political context,
pointing out that there has been “a drive by management to assume greater control over
standards and activities that were previously the domain of professionals”. *

In the face of pressure from managers and legislators, teacher unions (and other public
sector workers) have attempted to cooperate “particularly where the emphasis is on
performance remediation and development rather than performance pay”.*

The authors report that executives have a positive view of union involvement in the process,
Union representatives play the ‘honest broker’ and provide a means to both procedural
fairness and individual employee voice. They were seen as having the ability to “contain
teacher disaffection” and, in cases of remediation and individual improvement programs,
ensure that support was appropriate and adequate.*

New South Wales has a mandatory improvement program to address substandard
performance. The research suggests that it has produced a substantial return on
investment. Almost half of teachers in the program improved their performance while most
of the others moved on in some way (resignation, retirement, dismissal, etc). For the
Department the major benefit was a reduction in the time, legal costs and stress in
terminating an inefficient teacher.¥

The authors conclude that there has been a high degree of frust and cooperation between
school executive and local union representatives. Indeed initiatives in this area “are likely to
come to nothing without the active support of line managers and union delegates at local
workplace level and without a solid trust and ‘connection’ between the two” 4

Sue Dymoke and Jennifer Harrison, in a British study, looked at the issue of beginning
teachers, particularly in terms of professional development. They sound a cautionary note,
suggesting that “the majority of performance management systems in place for these
beginning teachers do not appear to be encouraging the beginning teacher to become self-
monitoring or critically reflective practitioners.”™®

*2 Eric A Hanushek, Economic outcomes and school guality, International Academy of Education and The International Institute
for Educational Planning, 2005

* Eric A Hanushek and Ludger Woessman, “Do Better Schools Lead to More Growth? Cognitive Skills, Economic Outcomes
and Causation”, Working Paper 14633, National Bureau of Economic Research

“4 Liway Johnson and John Shields, “Lessons from management-union partnership in teacher performance appraisal in the
New South Wales public education system”, Infernational Journal of Human Resource Management, Volume 18, Number 7,
July 2007, p. 1214

* jpid., p 1216

* jpid, p 1221-1222

7 jpid, p 1223

*® jbid, p 1225

*® sue Dymoke and Jennifer Harrison, "Professional development and the beginning teacher: issues of teacher autonomy and
institutional conformity in the performance review process”, Journal of Education for Teaching: International Research and
Pedagogy, Volume 32, Number 1, Number 1/February 2006 , pp. 71-92
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Robert Gratton interviewed New Zealand teachers to ascertain their views of teacher
appraisal. On the basis that the possible purposes were accountability (a summative
approach that could be used for competency and promotion) or professional development (a
formative approach to identify and fulfil professional development needs), or a combination
of both, they discovered that teachers had “no consistent sense of the purpose of the
appraisal”.®

Not surprisingly this lack of understanding of purpose resulted in a sense that it was a box-
ticking, time wasting exercise, and of low priority, requiring little thought or preparation.
Where accountability was seen as the main purpose defensive behaviours were likely.

The tension between accountability and development in performance management systems
is well documented with some arguing that the two cannot be combined in one system. The
drive to accountability at system level in education has been accompanied by a devolution to
site-based management (schoois). This has increased the responsibility of principals in this
area.

In a study looking at how principals approach this role HS Timperley found that they

Timperley concludes that principals will develop systems that prioritise their own
requirements and those they perceived to be important to their staff, rather than satisfy the
requirements of the state.

Australian academics Rod Chadbourne, Barry Down and Chris Hogan, in a study looking at
teachers’ reported experiences with performance review, concluded that “management-
inspired programs of performance review have little impact on authentic teacher learning
compared with active teacher participation in strong, accountable professional learning
communities developed within and across schools”.® Their findings can be summarised as
follows:

*» Teachers can see the potential of performance management to improve the teaching
profession, but they are concerned about the way it is being implemented.

» Teachers are suspicious of the motives behind performance management; they fear it
could easily be used to disempower and control teachers.

» Teachers are concerned that performance management will promote the collection and
showcasing of "evidence’ rather than rewarding genuinely good teaching.

%0 Robert Gratton, “Teacher appraisal: 2 lesson on confusion over purpose”, The International Journal of Educational
Management, Volume 18, Number 5, 2004, p, 295

SUH,S, Timperley, “Performance appraisal: principals' perspectives and some implications”, Journal of Educational
Administration, Volume 36, Number 1, 1998, p 49

52 Rod Chadbourne, 8 Down and C Hogan, “How are Teachers Managing Performance Management?”, Asia-Pacific Journal of
Teacher Educafion, Volume 28, Number 3, 1 November 2000, pp. 213-223
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s Teachers are concerned that performance management does not reflect the authentic
ways that they learn and improve >

The authors also identify the contradictions between accountability and development. ‘“Is it
about teacher control and manipulation, or professional growth and development? Does it
improve the quality of teaching and leaming, or is the impact on classroom practice
negligible?™

Study participants, however, found it less onerous in practice than they had anticipated and,
importantly, viewed its success as dependent on the quality of relationships amongst staff.
Indeed, as the system offers recourse to a higher authority, some teachers saw it as a
means of “challenging autocratic control at the local level”.*

The authors found that commitied teachers, while frustrated by the intensification of their
work for no apparent gain, “continue to reflect on, share and improve their work ... they are
not opposed to accountability and the need for continuous improvement in the quality of their
work. But they do want feedback and support to be based on a professional, rather than
managerial, model of teacher review and development.”®

Tanya Fitzgerald®” argues that in New Zealand the introduction of a mandated performance
management system has rendered teachers accountable to the State, not professional
peers. This has “served to de-professionalise teaching and teachers’ work”, eroding trust in
the professional work of teachers. She argues for a professional accountability that rests on
the moral and ethical agency of teachers and the profession.

With colleagues Young and Grootenboer, Fitzgerald also argues that the introduction of
performance management has also contributed to the bureaucratisation of the profession of
teaching and teachers’ professional work and that this model is not appropriate for
developing and sustaining a healthy school climate and for the appraisal of teachers.
“Teachers who are reflective practitioners thrive on collaboration, knowledge sharing,
collegiality, freedom, self-efficacy, professional practice and democracy.

These ideals are the antithesis of bureaucracy that depends on individualism, hierarchy,
competition, rewards and sanctions, secrecy, compliance, accountability and procedures.™®
They found that teachers do want to be accountable for their professional work but their
“direct and continued involvement in the development, implementation and review of any
performance management process is critical o its success and longevity”

It appears from the literature that teachers are generally comfortable with the need for
performance management, including its accountability requirements, when it is grounded in
professional development and directed towards improvement. There is, however, discomfort
with using the process to making decisions about pay and promotion.

A study from the United Kingdom (Haynes, Wragg, et al) point out concerns about
measurement, the importance of context, and the fear that it may compromise team

> jbid., p 215

3 jbid., p 214

> jbid., p 217

 jbid., p 221

57 Tanya, Fitzgerald, "The continuing politics of mistrust: performance management and the erosion of professional work”,
Journal of Educational Administration & History, Volume 40, Number 2, August 2008, pp. 113-128

8 T Fitzgerald, H Youngs, and P Grootenboer, "Bureaucratic Control or Professional Autonomy?: performance management in
New Zealand schools”, Schoof Leadership and Management, Volume 23, Number 1, February 2003, pp. 91-105

* ibid., p 103
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approaches. There were concerns that “in instifutions such as schools where effective team
work is vital, differential rewards for performance could prove extremely divisive and threaten

professional relaticnships both between team members and between teachers and their line
managers™.®

They found that schools implemented performance with varying degrees of success.

Principals saw a number of positives to the introduction of performance management
¢ for staff development;
o for objective setting by teachers;

« for understanding the links between individual teachers and the school development
pian; and

» for teachers to have an opporiunity to discuss performance and career aspirations

A recent report on the well being of the professions (policing, nursing and teaching) in
Western Australia was undertaken in the context of concerns about teacher retention. Their
congclusions were that

These conclusions suggest that a focus on professional learning and development should be
the focus of performance management systems.

A recent report by the Institute for Public Policy Research® in the UK explores the
implications of recent economic and social trends and their impact on teaching and argues

8 Gilt HAYNES, Ted WRAGG, Caroline WRAGG and Rosemary CHAMBERLIN, “Performance Management for

Teachers: headteachers’ perspectives”, Schoo/ Leadership & Management, Vol. 23, No. 1, pp. 75-89, February
2003

® jbid,, p 87

&2 Brian English et al, Wellbeing of the Professions: Policing, Nursing and Teaching in Western Australia, Edith Cowan
University, May 2008

& Julia Margo, Meghan Benton, Kay Withers and Sonia Sodha with Sarah Tough, Those who can? Executive
summary, Institute for Public Policy Research (2008)

AR



that these have altered the importance of the teacher in pupil attainment. Their analysis
found that a poor performing teacher can literally make the difference between a ‘C’ and a
‘L. But their concern is not only to improve poor performers but to raise teaching quality
more generally, encouraging creative and energetic teaching methods, to move teachers
beyond the ‘uninspiring’.

The report suggests that the factors and practices that explain teacher effectiveness in top
performing education systems include:

recruiting and hiring the right people to become teachers;*

training teachers effectively;®

continuing professional development (CPD) of the workforce: and

supporting and providing incentives to good performers and managing poor performers.

Factors and interventions that can improve teaching include;

observation of peers in the classroom;

s linking CPD to the appraisal process;

» building ‘learning communities’ in schools, where teachers can learn from each other:
* |eadership that encourages a focus on development and training; and

e using classroom practices that are proven to be effective,

In fact, the best education systems in the world are characterised by high levels of lesson
observation and ongoing performance management.

The report offers a series of recommendations including a number related to performance
management,

s Schools should adopt a biannual appraisal process to replace the current annual review.

» All teachers should be required to observe a set number of lessons given by their peers.
Classroom observation is found to be the most effective way to improve poor
performers.

+ Performance management systems should be integrated with the recommended
continuing professional development (CPD) requirements. Performance assessments
should include CPD requirements so that pay becomes linked to levels of CPD and
learning.

« The current capability review should be reformed in order to oblige poor performers to
access appropriate training before they re-enter teaching.

Scottish academic Jenny Ozga idenlifies two major concerns about performance
management in education:®

% “This is the top factor in the research conducted by McKinsey — How the World’s Best Performing School
Systems Come out on Top?, McKinsey & Company, September 2007

¢ Identified as the secand most impartant factor in McKinsey

% Jenny Ozga, Measuring & Managing Performance in Education, CES Briefings, Scottish Executive, No. 27, February 2003
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*» There is a danger that quantitative indicators of performance that can easily be
measured and ranked (e.g. pupils' examination performance) are given greater
significance by policy-makers than other, less easily measured, aspects of education.

* The ranking of educational performance of different countries may risk reducing the
capacity of national systems to design the most appropriate curriculum and approaches
for their students.

She points out that advocates of these measurements of success and failure are reluctant to
acknowledge their limitations; the most obvious being that these are statistical artefacts:
league tables run from top to bottom and there will thus always be a ‘bottom’ 20 per cent.

Indeed, there is a risk that performance management, and its repertoire of indicators and
targets, focuses attention on pupil attainment (examination results) at the expense of less
easily quantifiable measures.

Reliance on target setting and monitoring as a key element of the management of teachers
also raises concerns about the possible distorting effects of targets on relationships between
teachers and managers, and on teachers’ definitions of their core tasks. Teachers, heads
and their employers all feel under pressure to demonstrate good performance and constant
improvement. This may have positive effects, but it may also reduce trust, inhibit discussion
of difficulty and diminish honest self-evaluation at all levels in the system.

Ozga quotes international research identifying the demands of reporting and recording
performance, and of managing processes of accountability, as having serious impacts on
their time and energy.

The United Kingdom

The United Kingdom has a centrally mandated requirement for the performance
management of teachers although this is devolved through local authorities to the school
level where it becomes the responsibility of the head teacher / principal.

A model performance management policy has been developed for schools (March 2007)
which they can adapt to suit local circumstances. Schools are further supported by
documentation outlining the roles and responsibilities in the performance management
process.®

Governing bodies have the responsibility of reviewing head teachers but they are obliged to
include external expertise on the review panel. Head teachers are responsible for reviewing
teachers but may delegate this role to others in the school. They must report to the
governing body annually on the process.

Planning and review meetings are both retrospective (reflecting on the past) and prospective
(planning for the future). "Objectives should focus on priorities. They should be time bound,
challenging but achievable, and reflect the need for a satisfactory work/life balance.” Some
classroom observation is required (up to three hours per review cycle).

57 pssociation of Schooel and College Leaders, Performance management for teachers and head teachers, 2006

9t



Performance criteria need to be established and should indicate what success would look
like at the end of the cycle. On what basis will the reviewer assess the overall performance
of the reviewee based on progress towards the achievement of objectives, classroom
observation, and the other evidence? The assessment should take into account the
reviewee's job description, the relevant professional standards, what can reasonably be
expected of the reviewee, and, where the reviewee is eligible, the relevant pay progression
criteria in the STPCD.

As performance management is a developmental process a key part of the planning
discussion is to consider the support that the reviewee may need to meet the performance
criteria, the reviewee’s training and development needs and how those needs will be met.
Support may take a number of forms, for example, time, coaching and mentoring, additional
assistance in the classroom, equipment or ICT facilities.

The planning and review statement provides the record of agreed plans. 1t is to record all
the required elements of the plans and be a fair summary of what took place at the meeting.

While reviewers do not need to make a recommendation in support of an annual increment,
the reviewer may, in accordance with the school's pay policy, consider a discretionary
additional point (double jumping) where provided for.

The Training and Development Agency for Schools in 2007 prepared a number of
Performance Management ‘How To’ Sheets. The preparation and support of reviewers is
seen as critical.®

Performance management is also seen as a critical function in school improvement.
Schools need to demonstrate the links between their performance management policies and
school improvement, school self-evaluation and school development planning. Different
school processes should be linked together to make sure that bureaucracy and workload are
kept to a minimum. Data generated through performance management (for instance, quality
of teaching provision) should be used appropriately to inform other processes such as
school improvement and school self-evaluation. The school self-evaluation and
development planning processes can help fo influence and inform objective setting for
individuals by highlighting priorities. These priorities can then be franslated into CPD
opportunities that develop a teacher's practice. As a result, both the individual's and the
school's objectives are aligned, with a major focus on raising the standards of teaching and
learning.®

Implementation of performance management is to be seen as a whole school process in
which a clear sense of ownership is promoted by engaging everyone fully in the process,
parameters are set {0 ensure parity of treatment, fairness and consistency, and principles
and practices of performance management are fully integrated into whole school activities
within an overarching, coherent framework.”

Performance management systems (PMS) have been mandatory in all New Zealand schools
since 1% January 1997. The Ministry of Education provides resource materials and training
programs for boards of trustees, principals and teachers to help them to develop skills in
performance management and to integrate these systems with professional development

® Training and Development Agency for Schools, How to address the effective preparation and support of
reviewers, 2007

68 Training and Development Agency for Schools, How fo address the fink between performance management, school
improvement and other school processes, 2007

’° Training and Development Agency for Schools, How to create the right environment for performance
management as an inclusive process, 2007
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strategies. The Ministry reports that performance management systems are making a
positive contribution to the quality of teaching in many schools.

Teacher professional standards form part of the performance management systems and are
included in the Teachers' Collective Employment Contract settlement. The standards
describe the critical knowledge, skills and attitudes needed to perform a particular role
effectively; they describe the key elements of performance rather than provide an exhaustive
list of responsibilities.”” The criteria provide a base for assessing teachers' progress in
relation to pay progression, competency and professional development. The Ministry
provides general guidance to schools on integrating professional standards for the purposes
of performance management. The professional standards also inform planning for
professional development.

As part of each school's performance management system, professional standards at the
relevant level are confirmed between each teacher and the principal for performance
management purposes. Each teacher is assessed annually against the relevant
professional standards and needs to demonstrate that he or she meets the professional
standards at the appropriate level in order to progress to the next step on the salary scale.

As stated in its formal documentation the focus of performance management in schools in
New Zealand is to:"

+ improve leaming outcomes for students by improving the quality of teaching and
leadership;

» integrate policies, practices, standards and procedures that iink the goals and objectives
of the school and its staff;

« set agreed performance expectations and the processes for measuring performance
against those expectations; and

» focus on the professional development of every teacher.

The responsibility for performance management is delegated to the schoo! board through to
the school principal. The teacher appraisal process must include the following elements:

« identification of each teacher’s appraiser, in consultation with the teacher concerned;
» a written statement of performance expectations, in consultation with each teacher;

» identification of development objective(s) in the performance expectations, as well as the
assistance or support to be provided,;

» observation of teaching (for those with teaching responsibilities);
e teacher self-appraisal; and
* anannual appraisal with a written report, in consuitation with the teacher.

Principals enter into performance agreements with their boards each year and these are the
basis for the principal's annual performance appraisal. The performance agreement
highlights the priorities for the principal's performance and professional development. At the

' Ministry of Education, Teacher Performance Management: A resources for boards of trustees, principals and
teachers, October 1999
2 Ministry of Education, Teacher Performance Management: A resources for boards of trustees, principats and
teachers, October 1999
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beginning of the appraisal process principals and boards need to agree who they will involve
and what their contribution will be.

s £ v e e
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Like Australia Canada has a federal system of government with the responsibility for
education at provincial (state) level. This has resulted in a diversity of policies and practices.
Ontario is the country's largest and most populous province. The school system is highly
devolved. The government department provides policy parameters. Schools are grouped
into districts governed by boards of community representatives. Funding and curriculum are
managed at board level,

The province requires Boards of Education to institute performance management processes
and has developed guidelines around expectations and processes. There are different
processes for beginning and experienced teachers.

Beginning teachers must have two appraisals within the first twelve months of teaching and
receive two satisfactory ratings within the first twenty-four months. Experienced teachers
are reviewed at least every five years unless the principals believe performance concerns
make it necessary to conduct a review more frequently.

There are no formal links between performance management and pay although allowances
are often payable to teachers who undertake formal professional development and gain
further qualifications.

Beginning Teachers
The key components of the performance appraisal framework for new teachers are:

+« Competency statements to focus the appraisal on the immediate skills, knowledge, and
attitudes that new teachers require to meet the Ontario College of Teachers’ Standards
of Practice for the Teaching Profession.

+ Appraisal meetings that promote professional dialogue between the principal and
teacher. A principal must arrange a pre-observation meeting with the teacher in
preparation for the classroom observation and a post-observation meeting after the
classroom observation. The meetings provide opportunities for reflection and
collaboration to promote growth and improvement.

+ A summative report to document the appraisal process, which becomes a vehicle for
teachers to reflect on the feedback they receive and to monitor their own growth.

* A rating scale and rubric to assess new teachers’ overall performance and provide
necessary feedback about strengths and areas for growth. The scale for new teachers
is:

- Satisfactory
— Development Needed

For a teacher who receives a ‘Development Needed’ performance rating, the scale in
subsequent appraisals is:

— Satisfactory

- Unsatisfactory
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The rubric describes evidence of teaching performance at each level of the scale for each
competency.

Experienced Teachers

The appraisal process for experienced teachers is intended to provide a continuum of
support as a new teacher successfully completes the New Teacher Induction Program and
becomes an experienced teacher.

A manual has been prepared to assist in the process.” Professional dialogue and
collaboration are a critical part of the appraisal process and an essential part of a healthy
school culture. The performance appraisal process for experienced teachers provides a
framework to assess experienced teachers' practices in a manner that reflects their needs
for growth and development, and in which both the teacher and the principal take an active
role. This includes the engagement of teachers in professional dialogue that deepens their
understanding of what it means to be a teacher.

The key components of the performance appraisal framework for experienced teachers
include:

« Competency statements to focus the appraisal on the skills, knowledge, and attitudes
that reflect the standards described in the Ontario College of Teachers’ Standards of
Practice for the Teaching Profession.

o An Annual Learning Plan (ALP) to identify strategies for growth and development for the
teacher's evaluation year and for the intervening years between performance appraisals.
The ALP is reviewed annually.

* Appraisal meetings that promote professional dialogue between the principal and
teacher. A principal must arrange a pre-observation meeting with the teacher in
preparation for the classroom observation and a post-observation meeting after the
classroom observation. The wmeetings provide opportunities for reflection and
coliaboration to promote growth and improvement.

* A summative report to document the appraisal process, which becomes a vehicle for
teachers to reflect on the feedback they receive in developing their ALP and identifying
opportunities for growth.

« Avrating scale to assess experienced teachers’ overall performance. The rating scale for
experienced teachers is as follows:

- Satisfactory
— Unsatisfactory

* A process for providing additional support depending on the outcome of the appraisal.

73 Performance Appraisal of Experience Teachers: Technical Requirements Manual, Ministry of Education QOntario, 2007
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7 Appendix 2 - Structured Interview Questions
(Systems)
Description

1.

10.

11.

12.

13.
14.

Do you have a process of performance management and development for teachers in
your system?

Briefly describe how it works in schools — for example written preparation, nature of
discussions, negotiation, frequency, cycle of stages, work portfolios, standardised forms
and ratings.

How does your system'’s process of performance management and development for
teachers contribute to meeting the educational goals of your system?

What is the role of the central office?

How is this mandated at system level — legislation, regulations, policy statements,
industrial agreements?

What is the role of the school?
Who has responsibility at school level, is this codified and how is it implemented?

Is teacher performance management and development linked to standards and/or
competency frameworks?

Who has responsibility at system level; is this responsibility formalised and how is this
performed?

Is a requirement to undertake performance management and development documented
in teachers’ job descriptions?

Is the process used for all teachers in schools; what provision is there for special groups:
- new teachers

~ returning teachers

- temporary teachers

~ non qualified teachers

- teachers involved in special education, behaviour management, skill development,
literacy and numeracy?

Is performance management and development linked to local or system level
objectives?

Is the process top down, peer-to-peer or 360 degree?

What provisions are there for recording, monitoring and follow-up?

Accountability

15.

Describe the relative emphases placed on performance development versus
accountability.
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16. it accountability is an important objective of performance management and
development, how is it evaluated - student leaming outcomes, standards, job
descriptions, other benchmarks?

17. Are the most important job requirements for teachers evaluated?

18. Are such ouicomes clearly explained to, and understood by teachers?

19. How does the process ensure that evaluations are consistent across teachers?
20. Can staff appeal a performance appraisal?

Qutcomes
21. What are the outcomes for teachers - professional development, career progression,
salary and conditions, registration, action on underperformance, other outcomes?

22.What are the outcomes for schools ~ for example improved culture, additional
assistance where necessary?

23. How is the implementation process supported?

24. How is information on the process communicated to teachers?

25, What training is provided to assist the process?

26. What resources are provided from school and central levels?

27. What provision is made for teacher release to participate in the process?
28. How is the teachers’ union involved in the process?

Evaluation of the processes
29. What is your own assessment of the effectiveness of the process; what works well and
what can be improved?

30. How efficient is the process; can it be made more efficient?

31. Are formal evaluations of the process conducted? Are these publicised? Please
provide details.

32. What do evaluations suggest; what works well and what can be improved?

33. How is the process accepted by teachers?

34. What findings have been made on the impact of the process on the school?

35. What can be done, if necessary, to improve acceptance of the process by teachers?

36. Are you engaged in any improvement strategies at the moment? What are they?
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8 Appendix 3 - Education Departments, Systems

and Related Agencies contacted

State Education Departments
ACT Depariment of Education and Training
NSW Department of Education and Training
Northern Territory Department of Education and Training
Queensland Department of Education and Training
South Australian Department of Education and Children’s Services
Tasmanian Department of Education

Victorian Department of Education and Early Childhood Development

WA Department of Education and Training

Association of independent Schools
Association of Independent Schools of the ACT
Association of Independent Schools New South Wales
Association of Independent Schools Northern Territory
Queensland Association of independent Schools
South Australian Association of Independent Schoals
Tasmanian Association of Independent Schools
Association of Independent Schools Victoria
WA Association of Independent Schools

Catholic Education
Catholic Education Office ACT
Catholic Education Sydney Archdiocese
Catholic Education Office Northern Territory
Education Office of Brisbane Archdiocese
Catholic Education Office, South Australia
Catholic Education Office Tasmania
Catholic Education Office Victoria
Catholic Education Office, Western Australia

Colleges/institutes of Teachers
Queensland College of Teaching
New South Wales Institute of Teachers
Teacher Registration Board of the Northern Territory
Teachers Registration Board South Australia
Tasmanian Teacher Registration Board
Victorian Institute of Teaching
WA Coliege of Teaching

Note: some confacts were by email.
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9 Appendix 4 - Structured Interview Questions
(Schools)

Description

1. Briefly describe how teacher performance management works in your school for
example written preparation, nature of discussions, negotiation, frequency, cycle of
stages, work portfolios, standardised forms and ratings.

2. How is performance management and development linked to school or system level
objectives?

3. How is your school's form of performance management and development for teachers
influenced from outside the school — for example central regulations, policy
statements, industrial agreements, school councils?

4, Is teacher performance management and development linked to standards and/or
competency frameworks?

5. Which staff members are responsible for the process at the school; is this
responsibility formalised and how is this exercised?

6. Is the process used for all teachers in schools; what provision is there for special
groups”

- new teachers

- returning teachers

- temporary teachers

- non qualified teachers

- teachers involved in special education, behaviour management, skill development,
literacy and numeracy?

7. Is the process top down, peer-to-peer or 360 degree?

8.  Are reports of interviews decided by the interviewer or negotiated with the interviewee?

9. Is evidence of performance (e.g. peer appraisal, student work) included in the
process?

10. What records are kept? For what purposes are they used? Are there agreements with
teachers on use of records?

11.  What provisions are there for monitoring and follow-up to ensure that commitments are

kept?

Accountability

12.

What is the main purpose of the system of performance management and
development at your school?
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13. Describe the relative emphases placed on performance development versus
accountability.

14. if accountability is an important objective, how is it evaluated - student learing
outcomes, standards, job descriptions, other benchmarks?

15.  Are the most important job requirements for teachers evaluated?

16. Do teachers have an input to the accountability measures used?

17.  Are such outcomes clearly explained to, and understood by teachers?

18. How does the process ensure that evaluations are consistent across teachers?

19. Can staff appeal a performance appraisal?

Outcomes

20. What are the outcomes for teachers - professional development, career progression,
salary and conditions, registration, action on underperformance, other outcomes?

21. What are the ouicomes for schools — for example improved culture, additional

assistance where necessary?

Support for the Implementation Process

22.
23.
24,
25.
26.
27.
28.

29.

How is information on the process communicated to teachers?

Is it positively marketed in the school?

Do teachers see the benefits?

How do you overcome any resistance from teachers?

What training is provided to assist the process?

What resources are provided from school and central levels?

What provision is made for teacher release to participate in the process?

How is the teachers’ union involved in the process?

Evaluation of the Process

30.

31.

32.

33.

34.

35.

What is your own assessment of the effectiveness of the process; what works well and
what can be improved?

How efficient is the process; can it be made more efficient?

Are evaluations of the process conducted at school level? Are these publicised?
Please provide details.

What do evaluations suggest; what works well and what can be improved?
How is the process accepted by teachers?

What findings have been made on the impact of the process on the school?
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36. What can be done, if necessary, to improve acceptance of the process by teachers?

37. Are you engaged in any improvement strategies at the moment? What are they?
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Appendix 5 - Summary Table of Interviewed Schools
by Type

Interviewed Schools

State Primary Secondary Both State Catholic Independent Metro Regional No.
2 1

Australian 1 2 3
Capital

Territory

New South 1 2 1 3 1 2 2 4
Wales

Northern 1 1 1 1
Territory

Queensland | 2 1 2 3 2 4 1 5
South 1 1 1 2 1 3 3
Australia

Tasmania 1 1 1 1
Victoria 3 2 1 3 2 1 6 6
Western 1 1 1 1 1 1 2
Australia

Total 9 10 5] 16 3 6 16 9 25
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10 Appendix 6 - Case Studies

Case Study #1

State Primary School (P — 7)
Metropolitan (South Australia)
Enrolment ~500

Description of the Performance Management Process

The school does not use the term “performance management” but calls it “performance
development”. The process, however, is within the Department's Performance Management
Policy.

During the course of the year teachers will have three conversations with either the deputy
or the principal. The conversations coincide with three formal classroom visits, one in each
of terms 1 to 3. These conversations usually take 30 to 40 minutes and occur in the
teacher's classroom. There is an agenda for each meeting and brief written feedback is
provided to the teacher after each conversation.

There is no process for arbitrating different views and, although the teachers’ union is strong
at the school, no issues have arisen with respect to the performance development process.
Records of all performance development meetings are kept by the school administration and
teachers are given a copy.

During the meetings teachers discuss what is working well and what are current issues in
their work. They will also discuss their contribution to the school’s priorities. More recently
issues involving students are discussed at a separate meeting. At the beginning of the year,
teachers’ programs are discussed. The conversations would only include reference to
published standards when appropriate.

In term 4, the conversation takes more of a summative approach. Teachers are given more
detailed feedback summarising their work for the year. The topics on which the feedback is
given vary from year to year, although each year teachers discuss their individual
professional challenges for the following year. They include discussion of students’ work
and achievements for which relevant data is presented.

All teachers participate in the system. New teachers are mentored, with that role shared
between other staff. A buddy is selected to support the new teacher. Induction meetings
are also held for new teachers. The school encourages team teaching and teams of
teachers participate in an “inquiry” to address a professional question or issue about an
aspect of teaching which is a school priority. This approach provides some informai peer-to-
peer feedback. This year the school has encouraged teachers to observe lessons of their
peers.

Accountability

The main purpose of the performance management system is performance development
although accountability may be relevant for continuation of contract staff. Accountability is
also relevant in rare cases of serious underperformance of a teacher. Teachers applying for
the Advanced Skills Teacher 1 position also use the performance development process and
are assessed on the criteria used for the AST. Decisions on AST positions are made by the
principal.
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Outcomes

Staff meetings (including an extended staff meeting once per term) and pupil free days are
used to provide for teachers’ professional learning needs. Teachers are encouraged to
make use of the school's limited professional learning funds for external professional
learning opportunities which meet their needs.

The process ensures that teachers make a commitment to contribute to the school
improvement plan. Data is fed back fo staff to address areas for improvement. This
generates staff ownership of the school improvement process. The school also benefits
from a formal process of feedback from teachers which can highlight issues that need to be
addressed. Feedback from teachers is on a range of fopics across any one year.

How is the implementation process supported?

Teachers are encouraged to give feedback on the performance development process which
they participated in developing. They were invited fo provide information for the summative
report at the end of the year.

While teachers see the process as something they are required to do, they are generally
positive about it. They appreciaie the opportunity to share activities which they are doing
well and they value the opportunity to give and receive feedback. There has been no
resistance from teachers.

Release time is available for teachers to participate in an inquiry and to visit other class
lessons. The performance development conversations take place within the teacher’s time.
Release time of half a day per week is provided fo first year graduate teachers to support
their induction.

Evaluation of the processes

The school and its students benefit from the process which takes a relatively small part of
teachers’ time. On-going feedback from teachers is used to modify the process where
needed. A commitiee of teachers has been established to review professional learning
needs and they are starting to document their proposals.
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Case Study #2

State Primary School (P - 7)
Metropolitan (Victoria)
Enrolment ~500

Description of the Performance Management Process

The focus of the school is on development of professional practice rather than on appraisal.
Teachers meet with the principal twice a year to obtain feedback on their performance, their
role in the school and contribution to the school strategic plan. Teachers’ professional
learning goals take into account Departmental initiatives and the school's strategic plan and
they prioritise these goals to pursue in their own personal plans and in school teams.

Recommendations on salary increments are made by the principal following the second
interview. Teachers are not required to produce portfolios for this exercise.

The principal and leading staff lead performance development in the school, the latter in a
coaching role. There is a strong emphasis on coaching. A coaching system has been set
up in the school. All leading teachers in the school are trained in coaching. All teachers
have a coach who is a leading teacher or an experienced teacher. An external literacy
coach mentors young teachers. Working with their coaches, teachers set professional
learning goals and meet their coaches at least once per term to obtain feedback on progress
and assistance where needed. Monitoring and follow up is an on-going part of the coaching
process.

Teachers also work in project teams to plan their teaching strategies. Team members are
starting to observe each others’ classroom practice and provide feedback based on the ideal
of a professional classroom. This feedback helps teachers to reflect on their own practice.

All teachers are involved in the school's performance development processes. Peer
feedback is an essential part of the school's processes and is a key to improving
performance. The process is collegial. The principal is required to recommend on salary
increments each year based on satisfactory performance. A wide variety of teacher
materials are shared with peers and mentors. The principal maintains a record of feedback
given to teachers at formal meetings. The union supports performance development
through an enterprise agreement with the Department. Issues in the process at school level
have not caused the union to be invoived.

There are also departmental formal appraisal processes available for dealing with
underperformance issues if required.

The school participates in the process by the Victorian Institute of Teachers to assess
registration for first year teachers.

The Departmental program to accredit schools having a Performance and Development
Cuiture has been a great initiative which has furthered what the school is trying to do. The
school used this opportunity to review what they were doing. Teachers identified effective
feedback as their most important need. The school was accredited in 2007.

Accountability

The accountability requirements are established at Departmental level. The main purpose is
to improve the professional capabilities of teachers. But both are important in the school and
proceed separately. Recommendations on salary increments are made by the principal
following the second review meeting.
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Outcomes

The school has funding to provide learning opportunities for teachers and for external
consultants to assist in specific areas of need. The school has an excellent team culture
where teachers help each other improve their professional practice, Teachers feel they
benefit from feedback, both affirmations of what they are doing well and areas to improve.
Teachers appreciate the process.

How is the implementation process supported?

The review process is explained very clearly to teachers at the school and staff are involved
in identifying directions for the school. Teachers themselves, particularly younger teachers,
are driving the project teams. Learning by doing makes the most significant contribution to
teachers’ awareness of the performance development processes in the school.

The school provides funds for mentoring and other forms of professional learning. Teacher
release is available when required for teachers to be involved in professional improvement
activities.

Evaluation of the processes

An annual cycle commencing with an implementation plan by teachers is very effective in
maintaining high performance by teachers. The coaching process is very important for
professional learning but coaching skills in the school need to be developed to a higher level.
Significant gains occur in teachers’ skill development and the time invested is well used.
The process is adjusted through on-going feedback from participants.
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Case Study #3

Independent School (P - 12)
Metropolitan (Queensland)
Enrolment 1000+

Description of the Performance Management Process

The performance management process, known at the school as the Performance Review
and Learning Program (PRLP), is a formative professional review to assist staff to focus on
aspects of their professional performance which they want to improve. The process
operates on a three-year cycle. To manage the workload involved, it is staggered in the first
three terms of each year, with about 15 to 20 teachers commencing the process each term.

Prior to the end of the term before commencement of the cycle, the teacher is asked to think
of three colleagues whom he/she would like to nominate to provide feedback on the
teacher’s performance.

The first step in the process is self reflection by the teacher using a standard set of questions
produced by the school to assist the teacher to complete the initial self reflection. The
teacher also uses the ten professional standards of the Queensland College of Teaching to
assist the self reflection. The school uses descriptors for to clarify the requirements of roles
in the school. These are used in the PRLP process.

Next is the review stage. Feedback on the teacher's self reflection is obtained from six
colleagues, three nominated by the teacher and three appointed by school management.
The latter are unknown to the teacher although one is the teacher’'s supervisor. A
coordinator assigned to the teacher (there are seven coordinators in the school) seeks
comments from the six individuals. The coordinator also observes the teacher in class.
Student feedback is also used in with student surveys conducted in upper years of the
school. The various inputs are used fo refine the teacher's self-reflection report.

The teacher then has an interview with the coordinator where the refined self-reflection
report is given to the coordinator. The coordinator then completes a report commenting on
the teacher's performance against each of the ten standards, and adds commendations at
the end of the report.

The Deputy Head, who can comment on the draft but not alter it, meets with the teacher and
the coordinator to discuss the report. That report is used to develop an annual learning plan
for the teacher, selecting three to five recommendations for professional development and
converting those recommendations into strategies. The teacher then takes the final report —
comprising the self-reflection report, the review report and the annual leamning plan ~ to an
interview with the head of the College. School management has the final say on the
teacher’s learning plan.

The final report is retained by the administration with a copy to the teacher’s personal file. A
copy of the annual learning plan is given to the teacher’s supervisor. The process for each
teacher takes place within one term.

The teacher's annual learning plan is reviewed at the end of every year and a new annual
learning plan written. The school is just developing a formal mentoring process for graduate
teachers.

The union has agreed {o the process in its Enterprise Bargaining Agreement with the school.

Both the mentoring program and the PRLP are included in enterprise agreements with the
unions.
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The school's Human Resource Manager coordinates the process and that it, particularly the
interviews, is well-conducted.

Accountability

The process has been designed by the school. it is a formative process, the main purpose
of which is to assist the professional development of staff. It is not an accountability
exercise. However, if concern arises about significant underperformance of a teacher, a
separate process is used to address that.

Role descriptors are used for the self-reflection, the review and the learning plan. The
outcome is an individualised learning plan so outcomes are varied. As the outcome is a
tearning plan and not an appraisal, there is no need for appeals.

Outcomes

A significant outcome is the teacher's annual learning plan. This is quite specific, detailing
the activities to be undertaken. These may include shadowing an exemplary teacher,
conducting a research project or a range of other activities. The school is developing a
recording system so that the Queensland College of Teachers can be advised of
professional development undertaken by teachers for re-registration.

How is the implementation process supported?

When it was first introduced, teachers questioned its value but that has changed. Indeed,
teachers see it as very beneficial, are keen to be involved, and are requesting more
classroom observation. Relevant information is made available to staff in documentation,
staff meetings and through involvement in the process itself.

Teacher relief is available to the teacher for discussions with participants. Self reflection is
completed in the teacher’'s own time in the term break.

Evaluation of the processes

Although the process appears to be complex, it is very productive. It addresses the
professional needs of individual teachers, empowers them, and focuses on their professional
development. The process may be time consuming but it is delivering good results.

One difficulty for the coordinator is getting face-to-face contact with all six participants in a
teacher’s review. Some responses are obtained in writing.

The school evaluates the process informally on a regular basis. The process will be
changed in response to needs which emerge.
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Case Study #4

State Secondary School (7 - 10)
Regional (ACT)

Enroiment 1000+

Description of the Performance Management Process

The school's performance management process follows the Department’s policy to
implement Professional Pathways in each school. This is facilitated by an industrial
agreement with the teachers’ union. Some priorities included in Pathways are set centrally
and the school’s goals are identified in the School Improvement Plan. The school's goals
are the dominant part of teachers’ professional goals. These are imptemented by a number
of committees and follow through to each teacher’s individual goals.

Each teacher has a supervisor with whom {0 negotiate their goals, identify strategies and
timelines to achieve them, and identify support needed. This information is included in a
Professional Pathways agreement signed by the teacher early in the year. Teachers each
decide five priorities for the year, three dictated by the school and the system, one faculty
goal and one individual professional goal. They determine their own personal professional
goal through negotiation with the supervisor and, as a team, determine a joint faculty goal.

In the middle of the year, there is a mid-cycle review with the supervisor when adjustments
can be made and progress is examined and discussed. There is a summative meeting at
the end of the year. At the end-of-year review and at the mid cycle review, the teacher
presents evidence of achievements. The school uses surveys of parents, staff and students.
Part of this is done as part of the School Improvement Plan. The school also conducts some
additional surveys and some individual teachers survey their students. The school uses
centrally prepared professional descriptors for teachers at different levels. Their main use is
for providing feedback to teachers.

Heads of department, or their equivalent, supervise teachers’ performance management.
The same process applies to heads of department or equivalent who report to deputies. The
principal supervises performance management of the school’'s executive team and has
overall responsibility for the process. Meeting the school’s goals are part of the principal’s
appraisal by the Area Director.

First year teachers have a probationary process of induction and assessment and are not
involved in Professional Pathways. Temporary teachers have a different form of
assessment once per term. Both these groups, as well as having a supervisor, are allocated
an advisor who mentors the teacher.

All forms are kept by the supervisor for a limited time and are confidential.

Every teacher is required under the Department's enterprise bargaining agreement with the
union to attend four professional learning days during the year. This occurs in school stand
down time. On these days, the school provides whole school professional learning focused
on the school's priorities. At Professional Pathways meetings with their supervisors,
teachers discuss the need for individual professional learning. Monitoring and follow up is
largely in the hands of the school. The Department asks for written verification from the
Principal that the process has been compieted.
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Accountability

School improvement and professional capacity building are interlocking objectives of the
process. It has not been planned as an accountability instrument. Teachers receive a
summative review each year based on performance against professional descriptors and on
achieving their goals. The school also gives feedback to the community through an annual
School Board Report. This focuses on school performance and on the meeting of
benchmarks largely in literacy and numeracy. At the end of the School Improvement
Process an External Validation Team analyses School Improvement, makes commendations
and recommendation for future development.

Summative reviews are based largely on achievement of individual goals, hence school
goals. This means that feedback is customised for each teacher. There is an opportunity for
the teacher and supervisor to negotiate an agreed appraisal where disagreements can often
be resolved. The ability of the supervisor to engage in a frank conversation will be a factor in
resolving the disagreement. If the disagreement is not resolved with the supervisor the issue
is referred to the next in line in the hierarchy.

The union has agreed to Professional Pathways as part of its enterprise bargaining
agreement with the Department. The union is not involved at the school level unless there is
a Pathways to iImprovement case initiated. The principal, and/or the teacher involved, would
generally involve the union in that situation.

Outcomes

The Professional Pathways program has been in operation for some time and there may
have been lip service paid to it in the early stages. Over time teachers have become more
accepting of it as they see the link between the Professional Pathways process and what the
school is trying to achieve. They understand that if there is not a distinct performance
improvement process, features such as goal setting, integration of individual professional
goals with school goals, feedback and celebration of achievements would not happen.

The benefits of the process include professional capacity building through interaction with
and feedback from supervisors, and professional learming opportunities. In the few cases of
underperformance, an outcome of the process may be further assistance to the teacher
through the Pathways {o Improvement program.

How is the implementation process supported?

The current format of Professional Pathways has been in place for over a year. The
interlocking benefits of improved education and student progress, and professional capacity
building for teachers are strongly promoted. Follow up information is provided at staff
meetings. New staff are advised in the induction process. Forms and other information,
including centrally produced formats, are available electronically. Participation in the
process also makes teachers aware of the benefits.

New teachers are given training in the process and this also occurs for staff in faculty
meetings. The Department conducts courses to assist supervisors at schools in areas like
strategic Planning, goal setting and supervision. No release time is provided. Teachers fit
the meetings into their schedules. Some time at staff and faculty meetings is allocated to the
process.
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Evaluation of the processes

The performance management process helps the principal to drive school and system
priorities. It works well when integrated with school and system goals. The participative
approach of the committee system has been a significant improvement on the past.

Teachers need improved skills in gathering and evaluating evidence of performance; more
centrally produced information would help with this. There is also a need for supervisors to
improve their skills to engage in frank conversations with teachers. More central courses
and support at school level are needed for supervisors in areas like this.

The Pathways to Improvement program is a detailed and demanding process. The process
generally gives good value for the time spent on it but depends on how well individual
supervisors conduct it. No formal evaluation has been undertaken at the school because the
current format used is relatively new although student results provide an indirect measure of
the effectiveness of Professional Pathways. It is working well and is able to be refined
because of the many levels of staff involvement,



APPENDIX 6

Case Study #5

Independent School (P - 12)
Metropolitan (Western Australia)
Enrolment ~1500

Description of the Performance Management Process

The performance management process has been developed by the school and all staff
participate. The union has not been involved in the process. The process operates on a
three-year cycle with the summative reviews based on academic, pastoral and co-curricular
activities by teachers. Teachers submit personal rankings (highly competent, competent,
satisfactory etc) on these three domains together with written comments for each. For each
domain the form includes a number of indicators which assist teachers to decide their
rankings. Teachers must take account of the schools’ mission and strategic plan in their
work and this is reported through the section on their final appraisal form where teachers
explain how they have contributed to the mission of the school. For underperforming
teachers the time of the cycle is reduced to one year as a part of the annual review.

Every teacher has an annual meeting with the head of department on progress within the
three-year plan and the outcomes of this meeting are recorded. The final (summative)
meeting of the three-year process is with the school’'s head who makes the judgment. The
teacher's final assessment includes feedback on their performance. Those providing
feedback may include the teacher's head of department, head of house, sports head and
selected colleagues. Teachers may also obtain indirect feedback from annual community
surveys of all parents of Years 4, 6, 8, 11 and 12 students. The teacher also conducts a
survey of three or four classes each year using a standard survey form provided by the
school. At the end of the three-year process, teachers prepare a new three-year individual
plan which is held by the head of department and the administration. Teachers’ completed
forms from performance interviews are submitted on-line and are accessible to relevant
senior managers.

Classroom teachers can also request assessment as a senior teacher 1, 2 or 3 which
recognhises exemplary practice, innovation and research respectively. Applications need to
be seconded by a line manager. This assessment, based on five criteria, is separate from
the performance management process. Applications are by written submission and include
artefacts representing the teacher's practice. The five person panel making the decision
comprises the school head, head of department, director of studies, director of staff
development and an external member with expertise in the relevant teaching area.

Middle managers such as heads of department and head of house have a triennial review
process with a similar reporting document to teachers, but aligned to the manager's job
description. They also develop a three-year plan. Each middle manager has an annual
discussion on progress with the deputy head. Appraisals of middle managers include
surveys of parents and input from relevant peers in the academic or support streams.
Executive staff have a 360 degree appraisal and the process includes an external facilitator
and feedback from external sources. For the school's head the supervisory role is taken by
the school council which informally reviews performance through their monthly council
meetings.

Extra mentoring support and a reduced teaching locad are provided for new teachers. The
school makes significant funds available for professional leaming. Teachers are expected to
follow up on their own learning needs and supervisors also bring details of relevant courses
to their attention.
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Accountability

Performance in the school’s priority areas (domains) and contribution to the school's mission
are evaluated for a dual purpose. Apart from assisting teachers to improve their standards
of professional practice, continued employment depends on a successful appraisal at the
end of three years. Teachers admitted to the senior teacher level gain salary increases.

Use of common domain areas and indicators within each domain provides a level of
standardisation. Discussions between supervisors at formal and informal school meetings
also support consistency. Decisions can be appealed under the school’s grievance policy.

Outcomes

On-line records of performance reviews record the performance of teachers in the three
domains (academic, pastoral and co-curricular} and include written comments for each.
They also record how teachers have coniributed to the mission of the school. The process
contributes to providing the highest quality of professional instruction to maximise students’
learning.

How is the implementation process supported?

Contributing to the school mission and professional self-improvement through performance
management is an expectation of teachers. It is a transparent process which recognises
their achievements, provides constructive feedback for improvement and provides
professional fearning opportunities. Teachers understand the process because it is an on-
going part of the school’'s operations. New teachers have a meeting with the Director of
Staff Development at which the process is explained.

Meads of department meetings include training in the performance management process
and potential problems. A recently appointed Director of Pedagogy attends three lessons
per year for each teacher. The Director provides a confidential report to the teacher and
also reports more generally to the professional development committee which can assist
with professional learning opportunities to address each teacher’'s areas of need. The
Director’s feedback is not included in the performance management process.

A high level of resources is available to assist the professional development of teachers.
New teachers have a reduced teaching load in their first year. Applicants for senior teacher
positions have two days’ leave to assist in preparation of their submission.

Evaluation of the processes

School management believes the performance management process is an effective way to
manage staff performance and has provided more opportunities for professional
conversations between feachers and line management. Staff accept the performance
management process, in part because it provides affirmation of the good practices of
teachers. lts transparency, fairness, recognition of success, and commitment to improving
the professional capabilities of teachers should ensure its on-going acceptance.

A challenge is to ensure honest feedback from supervisors which can be uncomfortable.
Inefficiencies have occurred in the past because of the duplication of paper forms and
reports to the many parties involves in a teacher's performance management. The school is
implementing a computer based reporting process and move {o on-line reporting will improve
efficiency.

There has been no formal evaluation of the process but the school's performance is
monitored through regular reports to the school council.
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APPENDIX 6

Case Study #6

State Secondary School™
Regional (New South Wales)
Enrolment ~500

Description of the Performance Management Process

The school gives all staff a School Supervision and Support document and requires all staff
to maintain a School Supervision and Support folder. The document outlines the principles
behind the school's approach, including resource, consultancy and leadership support for
staff in improving teaching and learning outcomes; a negotiated approach to meet teachers’
professional needs and the school’s goals; and respect for the rights of staff. 1t also records
the requirements of the school. These include a range of departmental and school policies
such as:

*  Memorandum 97/227 Professional Responsibilities of Teachers

» Department of Education and Training (DET) Code of Conduct, 1995,
¢ DET Teacher Assessment Review Schedule (TARS) — annual.

» DET School Development Policy, 1999; and

» Board of Studies documents.

In the folder teachers also keep their Teacher Assessment and Review Schedule (TARS),
professional and career goals, professional learning records and supervisor reports.
Teachers must record that they have completed their requirements on the checklist in the
folder. The folder remains on site and is retained by the school at the end of the year.

At the beginning of first term, teachers conduct a self-assessment of their capabilities and
need for further development, using the New South Wales Institute of Teachers’ Professional
Teaching Standards and school and system requirements. There are seven elements in the
Standards at four levels of attainment, and teachers identify standards which they should be
achieving, acknowledge achievements and identify areas for improvement. They also
document their professional and career goals and the additional responsibilities they will
undertake in the school,

In subsequent terms teachers meet with their supervisors to ascertain whether requirements
for each term have been fulfilled. While the TARS process provides for negotiation between
the teacher and supervisor, the teacher must meet the requirements of the school —
students, the community and employer. Reports of end-of-term meetings with supervisors
are maintained by the school. At the end of the year, a report is written by supervisors
setting out the teacher’'s accomplishments and need for further development. The end of
year meeting is also used to commence consideration of the teacher’s goals for next year.

The principal and senior staff supervise the professional development and performance of
teachers, and are responsible for the TARS process. Supervision and support structures are
differentiated to reflect the comparative experience, expertise, role expectations and needs
of the individual teacher. The supervision and mentoring process provide for feedback from
supervisors and peers. Student input is not used. The process uses conferencing,
observation of teaching and out-of-class practices, and review of documentation, including
programs. Teachers are encouraged to use a mentor and many teachers in the school have
done so.

* NSW high schools, unless college campuses, are 7-12
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The New South Wales Teachers’ Federation supports the TARS program through an
industriat agreement with the Department of Employment and Training.

Accountability

The teacher's Supervision and Support folder contains a number of checklists to ensure the
requirements of the teacher have been met. Staff can seek to negotiate outcomes during
conferences with their supervisors. The principal is the final arbiter of any disputes.

Outcomes

Professional learning is available to meet teachers’ professional needs and help to fulfil the
school's goals. The process has helped teachers to more effectively plan for and achieve
career goals. In general the staff are happy and feel supported. Improvements in student
performance have been reported in the School Improvement Plan.

The process has led to an improved professional tone by teachers, an increase in
collegiality, and teachers taking more leadership responsibilities. Professional learning is
aligned with student needs and student standards have risen.

How is the implementation process supported?

The school's procedures are set out in its School Supervision and Support document. Staff
work through this in the school development day at the beginning of the year. The process
is documented in detail and transparent so the logic of the process is explained. Uitimately,
teachers are expected to fulfil their professional responsibilities to the students and the
school.

Supervision is also regularly discussed at meetings of senior management.

Funds are available at the school to support professional learning activities. Teacher
release is available for professional leaming and to enable teachers to meet with their
mentors.

Evaluation of the processes

The aim of the School Supervision and Support program is to support teachers to develop
professionally and obtain the best outcomes for students. This is being done well. The
process is accepted by teachers who appreciate having a transparent process although
some find the process intimidating.

To be most effective, the process requires the time which has been allocated to formal
conferencing each term, other school meetings and informal discussions. One area for
improvement is further training of supervisors to build their confidence to provide positive
counselling to teachers and to give honest feedback.

There are no formal evaluations of the process itself but the school reports progress in key
areas in both curriculum and management in its School Improvement Plan which is included
in the school’'s annual school report. A recent Quality Systems questionnaire of teachers
showed the highest ratings by staff of the school's mentoring program, improvements to
pedagogy, and meeting the professional needs of teachers.

Ongoing changes to the process take place following feedback from teachers and
supervisors.
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APPENDIX 9

13 Appendix 9 - Case Study - A Performance
Management Process for School X

The Context of Our Policy

The performance management and development process at School X operates in
accordance with the policy developed for the system as a whole in the state of Y. Through
effective performance management practices we seek to improve individual and school
performance.

Purpose

At School X we have a six-fold purpose to performance management and development for
teachers:

» To build the professional capacity of teachers to improve their teaching practice so that
they are better able to fulfil the requirements of the school’'s improvement plan and,
hence, the needs of students

+ To build a culture of professional learning and reflective practice marked by a shared
pedagogical flanguage, increased professional discussion/collegiality and trust

e To build a culture of teamwork in which teachers help each other to improve their
professional practice and demonstrate a willingness to take on leadership responsibilities

* To recognise and celebrate teachers’ work
» To drive the priorities of the school and system

s To provide teachers with uninterrupted time with their supervisor in order to focus on
their individual issues and needs and to consider their career aspirations

In so doing School X wishes to keep issues of salary and other working conditions separate
from the process other than in provision for information for:

+ Renewal of contracts (where appropriate)
* Assessment as a Senior Teacher
» Re-registration with the teachers’ registration body

Similarly School X wishes to keep the performance management and development system
separate from the issues of managing poor performance for which an effective process
already exists.

School X does, however, have the opportunity for teachers to apply for Senior Teacher
positions in the school and for which an additional salary allowance is payable. The
assessment process for Senior Teacher is a rigorous one, including a component of external
appraisal, and applicants are encouraged to incorporate the evidence base they have
developed for the performance management and development process in their applications.
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APPENDIX 9

Planning and Goal Setting

The performance management and development process will commence with a formative
process. Teachers will be asked to engage in some self-reflection and set five goals for the
academic year. These goals must include three school goals and priorities as identified in
the school plan. The remaining two goals can be personal and/or team based.

The teacher will then meet with his/her supervisor to discuss and finalise the goals.

The goals will be documented in an Annual Leaming Plan (ALP) which identifies timelines,
strategies (including professional leaming requirements) and other support that may be
required. A copy of the plan will be lodged with the principal.

Cycle and Frequency

The performance management and development system will operate on a three year cycle
commencing with a planning/goal setting mesting between teacher and
supervisor/coordinator in Term 1 of Year 1.

A summative or appraisal meeting will occur in Term 4 of Year 3. The teacher will meet with
the supervisor, both formally (at least twice annually) and informally, throughout the course
of the cycle. The Annual Learning Plan will be reviewed and amended annually.

Appraisal Meeting

The final "appraisal’ meeting will focus on the question: “How did your teaching add value to
your students and the school?”. In preparation for this discussion the teacher will prepare
written notes on their achievements. Depending on the circumstances the teacher may wish
to make a formal presentation o describe their work.

The discussion will include the principal as well as the supervisor.” The teacher will receive
formal feedback on their performance and this wiil be documented in a formal report.

» The report will document the teacher's achievements and celebrate these.

» The report will also identify areas where improvement might be sought.

Record Keeping

All plans will be documented in writing and a copy kept centrally.

School X will consider development of an online system for recording key PMD information.

Governance of the Performance Management and Development System

The school’s performance management and development system meets the requirements of
central policy on performance management. At school level the process has been modified
with the input of teachers to meet the needs of our school. Suggestions for further
improvement are always welcome.

As School X is part of the ---- system its performance management arrangements have been
incorporated into an Enterprise Bargaining Agreement with unions. The union will, however,

> Teachers may wish to include a larger number of people in the final appraisal meeting {including an external
appraiser) where there has been an application for an increase in status
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only becomes involved in the process at a school level where there is concern about the
industrial welfare of a feacher.

Any disagreements will be dealt with through the school's line management structure in
accordance with its grievance process. The principal will be the final arbiter of any dispute.

Operational Responsibility
The principal has ultimate responsibility for the performance management and development
system. Operational responsibility has been devolved to members of leadership team —

deputies and heads — with specialist roles involved where appropriate.

The discussions between teacher and supervisor will fake the form of a ‘collaborative
conversation’ between colleagues in which the outcomes may be negotiated.

The supervisor will provide frank feedback to the teacher where that is required.

The principal as well as supervisor will participate in the final review meeting. Where
appropriate others may also be included, including an external appraiser.

The teacher and the supervisor have a shared responsibility to follow up the commitments in
the professional learning plan. How this is done will be part of formal and informal
discussions during the course of the year.

The school will develop an electronic system to assist in the monitoring of progress of the
teacher's plan, to help in scheduling, and to maintain the report documentation. It will aiso
include reporting to system level (where appropriate).

Performance Standards

School X will adhere to recently established national teaching standards; these are clear,
simple and based on key elements of the teaching role.

Each standard will have associated indicators and these will aid in the assessment process.
Use of the national standards and indicators will confribute to developing consistency in
assessment. Creating consistency will also be supported through formal and informal

discussions among supervisors.

Standards and indicators will also be used in the assessment of feachers seeking
accreditation and / or advancement to Senior Teacher status.

Participation

All teachers are required to participate in the performance management development
system.

Special arrangements for new teachers will apply. These include the following:

e mentoring;
« orientation and induction;

» more frequent meetings with their supervisor, and
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» a reduced teaching load in the first year.

Special arrangements will apply to groups such as music teachers who work at a number of
schools.

Depending on the experience and classification of the teacher, different standards will apply
as described in the standards.

Evidence

Teachers will be expected to offer evidence of their work for consideration as part of the
PMD process. The evidence should include a minimum of two classroom observations
annually as well as some of the following (type and number to be negotiated with the
supervisor).

work programs;

» lesson plans;

¢ student work samples;

e student assessments/results and schedules:

s participation in school activities;

* participation in a team inquiry/action research activity; and

materials and resources shared with mentors.

In preparation for their discussions with their supervisors teachers should collect their
evidence in a portfolio. They may also wish to maintain a professional journal.

Teachers should also gather student and parent feedback through surveys or other feedback
mechanisms. They may also wish to obtain peer feedback through, say, classroom
observation or feam teaching.

Communication of the Process

Performance management and development is part of the culture at School X. New
teachers will be acquainted with its requirements through:

s their letter of appointment,
* orientation processes; and
s regular meetings with their mentors

Other staff will continue to be supported in the process through:
s staff meetings

hard copy booklets

school intranet

self-explanatory forms; and

senior teachers and members of the school leadership team.
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Resourcing

School X has a range of resources available to assist teachers improve their practice.

Teachers are encouraged to access coaching up to three times per year.

School X will offer professional learning opportunities to teachers in those areas
identified in their professional learning plans. Release time is available for this purpose.
If required release time will also be available for classroom observations.

Given the critical role of supervisors in the performance management and development
process they will be supported to:

attend workshops on realistic goal setting;

develop their skills to engage positively in professional conversations with teachers
including giving frank feedback;

develop their mentoring and coaching skills;
develop a greater awareness of standards and the need for consistency;

gain a better appreciation of what constitutes appropriate evidence of performance.

Formal Evaluation

There will be formal evaluation of the process when appropriate. [t remains subject to
modification on the basis of staff feedback.
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