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This article critically analyses the mechanisms and procedures that facilitate the effectiveness of the
current teacher appraisal system in Botswana secondary schools. Teachers in schools, in this case in
Botswana secondary schools have to undergo appraisal every year for both accountability and
developmental purposes. In this article, the author critically analyzes the extent to which the
mechanisms and procedures are in place and adequate to facilitate the effectiveness of the current
teacher appraisal in Botswana secondary schools. The article is based on an empirical study that was
carried out in a sample of 607 secondary school teachers in two clusters of seventeen schools in the
southern region of Botswana. The research design is a multi-methods approach of a survey
questionnaire and a semi-structured interview. The results illustrate that there is a need for training,
feedback and transparency if the appraisal process is to be effective.
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BACKGROUND

The importance of appraisal in any organization cannot
be overemphasized. A lot of literature on staff appraisal
covering a wide spectrum of fields such as commerce
and industry, private and public sectors, including sch-
oals, has been produced and it generally identifies three
main purposes of appraisal, namely to serve as a basis
for modifying or changing behaviors towards more effec-
tive working habits; provide adequate feedback to each
employee on his/her performance and provide data to
managers with which they may judge future assignments
and compensation (Chow et al., 2001; Hodgetts and
Kuratko, 1991; Kermally, 1997; Monyatsi et al., 2006;
Mullins 1996).

Mullins (1996) captures the essence of appraisal in
managerial context when he declares a comprehensive
appraisal system can provide the basis for key mana-
gerial decisions such as those related to the allocation of
duties and responsibilities, pay, delegation, levels of su-
pervision, promotions, fraining and development needs,
and ferminations.

Fink and Longenecker (1998) and Mathis and Jackson
(1998) declare that typically, performance appraisals are
employed to achieve five primary goals that include:

183

i. Claritying employee expectations.

il. Documenting employee performance.

iii. Fostering employee development,

iv. Creating a linkage between merit and pay.
v. Monitoring workforce improvement.

Caruth and Humphreys (2008} and Hodgetis and Kuratko
(1991) identify several characteristics of a well-designed
appraisal system. Firstly, they point out that an effective
appraisal system should be tied to the person’s job and
measure the individual's ability fo successfully carry out
the requirements of the position. Secondly, it is based on
standards of desired performance that were explained fo
the personnel in advance. Thirdly, it is comprehensive,
measuring all of the important aspects of the job rather
than just one or two. Fourthly, is objective, measuring
task performance rather than the interpersonal relation-
ship of the rater and the ratee. Finally, it is designed to
pinpoint the strong points and shorfcomings of the
personnel and provide a basis for explaining why these
shortcomings exist and what can be done about them. In
order to achieve effective teacher appraisal process,
there should be clear mechanisms and procedures in
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place as pointed out by Caruth and Humphreys {2008)
and Latham and Wexley (1994) that successful perfor-
mance appraisal consists of a system of rules, regula-
tions, procedures and training necessary for conducting
effective appraisals and progress designed to instill the
desire for continuously improving one's performance.

Throughout the history of mankind, appraisal has
always been there as people are always appraising situa-
tions, largely in unstructured and informal ways. It has
served as an unstructured reflection on experiences in
order to learn from and through those experiences.
Whitaker (1998) maintains that if structured, the process
of appraisal is an aid to professional development. Posier
and Poster (19392) in their description of appraisal in orga-
nizations state that “it is a means of promoting, through
the use of certain techniques and procedures, the orga-
nization's ability to accomplish its mission of maintaining
and improving what it provides while at the same time
seeking to maintain or enhance staff satisfaction and de-
velopment”. Sharing this sentiment is the definition
offered by Fisher (1995) that it is “... a process of
management which entails improving the organization's
performance through the enhanced performance of indivi-
duals". Caruth and Humphreys (2008), Piggot-Irvine
(2003) and Hodgetts and Kuratko (1991) maintain that it
is one of the most common procedures used fo control an
organization’s personnel.

It has been pointed out that during the process of app-
raisal data is gathered by systematic observations, not to
only measure current performance, but also to reinforce
strengths, identify deficiencies, give feedback and the ne-
cessary information for changes in future performance
(Bartlett, 2000; Haynes and Wragg et al., 2003; Wanzare,
2002). For appraisal to be effective, it is argued that it
should be treated as an ongoing cooperative intervention
between supervisor and subordinate; a shared respon-
sibility, not a once-a-year fraumatic confrontation
(Howard and McColskey, 2001). It should be a learning
process as it involves behaviors and attitude change.
Habangaan (1998) asserts that if it is treated as an event,
it becomes judgemental, hence detrimental to individual
growth and development.

Context of the study

Botswana is a developing country which got its indepen-
dence from Britain in September of 1966 after having
been a protectorate since 1885. According to the report
of the British economic survey mission, the general state
of education in Botswana at independence in 1966 was
very poor and this impacted negatively on the manpower
requirements and the economic, social and cultural deve-
lopment of the country (Coles, 1986; Republic of Bot-
swana, 1966). This poor state of education at indepen-
dence has been attributed to the aims of education during
the colonial era which focused on producing clerks,
interpreters and low-level nursing and teaching staffs,

jobs that did not require standards above primary educa-
tion at the time (Galetshoge, 1993). Due to this neglect of
education, especially secondary education which could
produce trainable people, one sector which suffered the
most was the supply of enough and quality teachers.
Since Botswana attained independence, the Govern-
ment recognized the vital role that can be played by tea-
chers in the ultimate goal of students’ learning but was
concerned with the caliber and supply of teachers at the
time (Monyatsi, 2003). In 1975, the first National Commi-
ssion on Education was appointed and among its con-
cerns were the shortage of teachers and the low level of
qualifications of those in the service (Khan, 1997). The
shortage of qualified teachers was made worse by the
rapid and massive expansion of secondary education
which forced the Government to increase the number of
untrained teachers and recruit more expatriate staff
(Republic of Botswana, 1997). The rapid and massive ex-
pansion of secondary education was a response to
recommendations from the National Commission on Edu-
cation set up in 1975. Both unirained and expatriate
teachers posed problems for the education system in that
the former lacked skills and knowledge to effectively han-
dle the teaching while the latter came from different edu-
cation systems and had to adjust while some lacked tea-
ching qualifications (Dadey and Harber, 1991; Vanaga,
1998).

The government adopted several sirategies to solve
these problems. Firsily, the government had to implement
some of the recommendations of the first National Com-
mission on Education, one of which called for:

Strengthening of supervisory and in-service frain-
ing services so as fo maintain much closer links
between serving teachers and the administration
and bring more frequent help and professional sti-
mulation to the teacher in the classroom (Republic
of Botswana, 1977).

The Government also required that the Director of Unified
Teaching Service (now Teaching Service Management),
a body which employed all teachers in Government sch-
ools, should be furnished with a confidential report on
each teacher each year in the interest of the service, and
this had to be prepared by the head teacher, supervisory
officer or any authorized person (Republic of Botswana,
1976). Secondary school head teachers through their
Headmasiers Association are also said to have deman-
ded for a system which could help them supervise the
teachers effectively (Habangaan, 1998).

The introduction of the confidential reports should be
viewed as a means of making teachers more accountable
for their work to both the employers and the clients. The
confidential reports among others addressed the follow-
ing: the quality of contribution 1o the school organization
and activities, teaching quality, relations with colleagues
including administrative staff, serious faults or short-
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comings and potential for promotion to a post of higher
responsibility (Monyatsl, 2003; Republic of Bolswana,
1983). Firstly, they should be viewed as a management
mechanism of checking whether tecachers were por
forming to expectations. Furthermore, the education
system of Botswana, especially the management of tea-
chers from Unified Teaching Service headquarters was
highly centralized and there was a need for a mechanism
to gather information on each teacher (Ramorogo et al.,
1998). Secondly, the presence of many untrained and
expatriate teachers In the education system called for a
mechanism of inducting them into the profession. Thirdly,
the Government was spending a lot of public funds on
education and therefore the public had to be assured of
value for money by making teachers aceountable. Fourth-
ly, there were many new recruits joining the service from
training and head teachers needed a mechanism of con-
trolling and disciplining them (Habangaan, 1998).

Another reform that has a bearing in the appraisal sys-
tem in Botswana was the job Evaluation Exercise of 1988
which reviewed and delined job conlents, levels of res-
ponsibility and determined a rational public pay and staff
grading structure (Monyatsi, 2003; Republic of Bot-
swana, 1991). As a result, the government white paper
on job evaluation for teachers stressed the need o sub-
ject teachers to continuous assessment in order to deter-
mine whether they were eligible for annual increment,
promotion from one salary bar to another along the ex-
tended scale to the maximum salary point, and 0 a
higher posl of responsibilily (Barllell, 1999; Habangaan,
1998 and Republic of Botswana, 1994). Prior to the job
evaluation cxercise of 1988, teachers’ annual increment
was automatic and the new dispensation called for a
mechanism to assess teachers.

In 1991, as a response to the job evaluation for tea-
chers, the current system of teacher appraisal in Bots-
wana was born (Bartlett, 1999; Habangaan, 1998; Rep-
ublic of Botswana, 1994). It is claimed that the following
general points were observed when the scheme was
introduced (Bartlett, 1999; Republic of Botswana, 1994a;):

{iy The appraisal scheme was extended to all teachers
employed by the teaching service management.

(i) The appraisal scheme was not to be used as away of
disciplining teachers.

{ili) The scheme was to be accurate, frank and above all,
open lo lhe appraised.

{iv) The appraiser and appraises were to receive fraining
before they were involved in the appraieal process.

{v) The scheme was to be piloted before being imple-
mented.

{(vi) The appraisal scheme was fo be a continuous pro-
cess involving support or staff development.

An appraisal instrument, Form TSM 24 was designed and
it gave the gencral guidelings to the supervisor as:

The purpose of this appraisal is to assess objectively the

performance of the teacher in his/ner post. This should
indicate whether the performance level justifies:

a) Some reward or not.

b) Specific training that the teacher should receive to
improve performance and productivity.

c) The appointment of the teacher to a higher position, or
advancement o a higher notch/grade.

It is assumed that the reporting supervisor:

a) Thoroughly knows the teacher being appraised.

b) Has full understanding of the job content of the
appraisee.

c) Should have known and supervised the appraisee for a
period of al leasl (hree months.

Form TSM 34 is divided into six sections: Section A seeks
general information of the teacher and is completed by
the Appraisee. It is a form of guided self appraisal re-
questing the teacher to give his/her views on the job si-
tuation and special needs. Section B is the merit assess-
ment which 1s completed by the Immediate supervisor
who should give a summary of at least three classroom
obscrvations. There is also a sub section which requires
the head teacher give feedback on the performance of
the teacher outside the school. The teacher is then
shown the assessment and is required to give histher ge-
neral observations of the assessment and the sign
whether he agrees with the assessment or not. Sections
C to F are confidential to the teacher. The teacher may
only know abourt the outcomes after the action by the di-
rectorate of teaching service who may communicate to
the teacher through the head teacher or in the case of
ealary increment the teacher will get the information from
the salary advice slip. Feedback to the teacher after
Section B is not mandatory.

This literature review has captured the international
context of appraisal and the development of the current
teacher appraisal system in the secondary schools in
Botswana. It has illustrated the factors and context which
influenced lhe developmenl of lhe appraisal syslem in lhe
education system of Botswana at secondary school level.

Purpose of the study

The purpose of this study is to cstablish and then
critically analyze the mechanisms and procedures for the
management and implementation of the current system
of appraisal in Botswana secondary schools. The main
research question for this study is: How adequate are the
mechanisms and procedures for the management and
implementation of the current system of appraisal in
schools? From this question the following guide the
study:

(i) What mechanisms are in place to facilitate effective
teacher appraisal in Botswana?



(i) What procedures are in place to facilitate effective
teacher appraisal in Botswana?

(iil) How effective are the mechanisms and procedures of
the current teacher appraisal in facilitating effectiveness?

RESEARCH DESIGN

Data for this study was collected by the use of a survey
questionnaire and semi-structured interview. The use of
multi-methods in a study secures in-depth understanding
of the phenomenon in question as it adds vigour, breadth
and depth to the investigation (Cresswell, 1994; Denzin
and Lincoln, 1998; Johnson and Christensen, 2004 Salo-
mon, 1991). Most quantitative data gathering technigues
condense data in order to see the bigger picture. Quali-
tative data gathering techniques, by contrast, are best un-
derstood as data enhancers, because when data is en-
hanced it is possible to see key aspects of cases more
clearly. In this study the perceptions of teachers regard-
ing the appraisal system in secondary schools in Botswa-
na were captured by applying both a quantitative and
qualitative approach.

The quantitative approach involved a questionnaire sur-
vey, because it gathers data at a particular time with the
intention of describing the nature of existing conditions
(Cohen and Manion, 1995). The guestionnaire consisted
mainly of closed questions and three open-ended gues-
tions. For the closed questions the Likert scale was used.
The open-ended questions were included in order to cap-
ture perspectives with a view of verifying qualitative data
from the interviews. A piloting exercise was done in a few
selected secondary schools in the Gaborone City.

Sample

The sample contained a mix of teachers who were app-
raised and those who appraised others. The sample for
the questionnaire was taken from two school clusters in
the South Region of Botswana and consisted of 607 se-
condary school teachers (of whom 413 returned their
questionnaires). The sample covered all the seventeen
secondary schools in the Kanye and Lobatse clusters
which comprises fifteen junior secondary (schools offe-
ring forms 1 to 3 immediately after primary school) and
two senior secondary schools (schools offering forms 4
and 5).

This included all the trained teachers in the two clusters
who have been in the field for more than three months.
These were chosen because according to the require-
ments as stipulated in Form TSM % all teachers who
spend three months in the field should be subjected to
the appraisal process. For the semi-structured interview
purposive sampling was used to select optimally informa-
tion-rich participants, namely two school heads, two de-
puty school heads, two heads of departments, two senior
senior teachers, two teachers and two assistant teachers.
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Data collection procedures

As it is normal procedure in Botswana, permission to
carry out the study was sought from the office of the pre-
sident of the republic of Botswana and it was granted.
The questionnaires together with a pre-stamped enve-
lope were then posted to the school heads in the two
clusters with a letter requesting for permission to carry
out the study in their institutions. The letter also contained
details of the purpose of the research and what was
expected of the school head (distributing to/and collecting
the questionnaires from the respondents). Attached to
each questionnaire was a letter to the teacher (respon-
dent) also explaining the purpose of the research and
what was expected of him/her. It was emphasized that
the school head should post the questionnaires using the
enclosed envelope to the researcher as soon as possible.

For the semi-structured interviews, the researcher
interviewed those who were targeted. In the exception of
the selection of the school heads, all the other groups
were selected with the assistance of the school heads
that were in a position to identify those teachers (respon-
dents) from whom one could learn a great deal about the
appraisal system. The researcher took down notes during
the interviews. Before the interviews with each respon-
dent, the research requested for permission to use a tape
recorder and in all cases it was granted.

Data analysis

Data analysis for the guestionnaire was done using a
computer package for analysing data called the Statistical
Package for the Social Sciences (SPSS). However, as
the completed guestionnaires were being returned, data
cleaning took place, which is an attempt to eliminate
some of the obvious errors that may have crept in. Some
of the things done here for instance were to check the
return rate, whether all questions has been answered.
Decisions such as whether a questionnaire which was
partly answered should be analyzed or not were to be
made.

For the free-response questions the drawing up of a
coding frame and verbatim reporting of responses were
used (Bell, 1993; Oppenheim, 1992). For the analysis of
qualitative data, tape recordings of the interviews were
transcribed. Data were then coded by reading through
the field notes and making commenis. From the themes
as identified initially, patterns and categories were identi-
fied and described.

Trustworthiness

Trustworthiness was ensured through triangulation
whereby survey data was verified by interview data. Res-
pondents were representative of different post levels.
Interviews were tape-recorded and transcribed verbatim.
Field notes made during the interviews were used fo
verify the data collected during interviews.
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Table 1. Toachors by lavel of oparation, gualification and gender.

" Gender Teaching 'Dipluma in BAorBEd MAorMEd Others
Certificate  Education
Bdnl~ %] o 7 [
i wiare = ("5 L} wd
Junior Secondary Female 7 120 29 12
. Male 54 14 10
Senior Seconda
v Female 3 1B
Total 16 209 131 30 27

Table 2. Distribution of respondents by teaching
experience.

Teaching experience Frequency Percentage

2 years or less 75 18.2
3- 5 years 35 23.0
G- 9years 118 20.8
10 - 20 years 29 215
21+ years 35 8.5
Total 413 100.0

RESEARCH FINDINGS

Return rate

From the 607 secondary school teachers in the two clus-
ters under study, 413 responded and as well returned
their questionnaires.

Table 1 clearly shows that there were 288 teachers
(120 males and 168 females) who responded from the
junior schools, while 125 teachers (78 males and 47 fe-
males) from the two senior secondary schools in the
clusler.

In the survey the majority of the 413 respondents were
female (215 - 52.19%). The fact that there were mare
women in the sample reflects the real situation, whereby
there are more female teachers than male teachers in
Botswana secondary schools. The majarity (284 - 68.8%)
of the respondents were 34 years old and less, indicating
that the teaching force in Botswana secondary schools is
relatively young. Half of the respondents (209 - 50.6%)
had a diploma in secondary education (DSE), whilst 131
(31.7%) held a bachelors degree. The minority (16 -
3.9%) had merely a leaching cerlificale. This indicales
that the Botswana government has made significant
pragress in the training of teachers since the first commi-
ssion on education of 1977 lamented the poor gua-
lifications of teachers in the schools.

Table 2 illustrates the teaching experience of the res-
pondents, and 214 respondents (51.8%) fell within the
bracket of three to nine years teaching experience while
124 (30%) were quite experienced with more than ten
years in the field. Seventy-five respondents (18.2%) pos-
sessed very liitle experience, two years or less. This

number appears to be small, but it nevertheless calls for
effective teacher appraisal since it can play a crucial role
in aligning the newly recruited teachers’ perceptions con-
structively towards the teaching profession.

This study set out to establish the extent to which the
mechanisms and procedures that could facilitate the effe-
ctive implementation of the current teacher appraisal ays-
tem in Botswana secondary schools were in place. From
the research findings of this study, it became apparent
that although not adequate, some mechanisms such as
Form TSM %, appeals structures, policy guidelines; and
procedures such as ciassroom observation, provision of
feedback, training of appraisers and appraisees, mat-
ching appraisers and appraisees are in place.

Mechanisms for effective teacher appraisal

In this section, the mechanisms that are present in the
currenl leacher appraisal syslem in Bolswana include
inter alia, Form TSM 34, policy guidelines and appeals
structures. Their effectiveness in facilitating teacher app-
raisal is discussed.

Form TSM 3: (Revised 1994)

In order to facilitate effectiveness in the teacher appraisal
process, a new instrument, Teaching Service Manage-
ment Teacher Performance Appraisal (CoR 110 and111)
Form TSM %: was introduced and it laid the purposes of
the appraisal scheme and the procedures of how to carry
out the appraisal process. First it required that the repor-
ting period ghould be stated. Because it is used by all go-
vernment schools in the country for various purposes, the
insfrument is a mechanism that gives guidance fo those
who are involved with the appraisal process so that there
Is supposed 1o be uniformity in the assessments. It lays
down the teacher's performance evaluation criteria which
include the quantity and quality of work, interrelationships
with colleagues, community involvement, work habits,
and general school life.

For instance, from the empirical findings, three hundred
and thirty five (73.6%) of the respondents believe that the
current teacher appraisal monitor's the teachers’ perfor-
mance while seventy five (18.2%) disagreed and three
(0.7%) were missing. The performance is monitored
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performance both In class and outside; It also
serves purposes of accountabllity, that Is, Is the
leacher doing whal he/she is supposed lo do?

A head of department also posited that:

It makes teachers o know their professional pra-
gress, It also makes teachers to know whether
they are doing well or not so that if they have
any weaknesses they may be supported fo im-
prove for the betier. It assists the appraises to
develop in order to provide quality service to

customers and fit well into the community.

This has been succincily supported by Hodgetts and
Kuratko (1991) who declare that an effective appraisal
scheme should measure the individual's ability to succ-
essfully carry out the requirements of the position and it
should be designed to pinpoint the strong points and

chnrtraminoe nf the nareannal and neavidea o hacie tor
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explaining why these shortcomings exist and what can be
done about them. This is so particularly when one con-
siders that it is used for determining whether one can be
promoted, get annual increment and whether one can go
for training among others and there is only one employer
who has 1o take decisions. Most respondents acknow-
ledge the existence of Form TSM #a but are not happy
with the way it is used, and why it is confidential 10 the

teacher in other sections.

Policy guidelines

The policy guidelines for the implementation of the app-
raisal system in the form of Form TSM 24 as mechanism
are in place. The instrument, TSM 34 also provides the
purposes of the system and the procedures to be foll-
owed in the management and implementation. From the
research findings of this study, it is apparent that al-
though the mechanisms such as purposes, instructions
among others are in place, there are some shortcomings
which render the effective imple mentation problematic.
For it to be effective, the roles and responsibilities of all
those who will be involved in the appraisal process
should be laid down very clearly and everybody should
know his/her roles and responsibilities to avoid confusion
and conflict. The appraisal system obtaining in Botswana
secondary schools follows a line management approach
that is the immediate supervisor is the appraiser by virtue
of his/her position. The school head has overall respon-
sibility for the administration of the appraisal system in
the school and should ensure the fairness and efficiency
of its execution. However, the immediate supervisor of

the teacher is either the head of depanment or senior
teacher grade 1 who is respanSibie for the subject of the
teacher under his/her supervision. He/she should have
among others continuously observed and evaluated the
teacher’s job per[ormance As indicated in the preamble

of ihe in&:llumenl Form TS 34 11 is assumed ihat the
reporting supervisor:

a) Thoroughly knows Lhe leacher being appraised.

b) Has [ull underslanding of lhe job conlenl of lhe
appraisee.

¢) Should have known and supervised lhe appraisee lor a
period of alleasl lhree months.

The role of the teacher is also stipulated, for instance
completing section A of Form TSM 34, while those of the
immediate supervisor include observing the appraisee at
least on three occasions when he/she was teaching in
that year. The head of the school or institution completes
sections B 3 and sections C and D and should have
supervised the appraisee for at least three months. The
chief education officer completes Section E by commen-
ting on the school head’s assessment. Finally, the di-
rector of teaching service management takes action hy
completing Section F. From this it would appear that the
mechanisms and procedures are very clear and ade-
quate.

Appraisal is a very sensitive and contentious process
which can lead to conflicts if not properly handled. There
is a need for the pravision of appeal mechanisms and
structures in case of misunderstandings or disagree-
ments between the appraisee and appraisers if the pro-
cess is to he effective in meeting what it is intended ta
From the empirical findings of this study, respondents
have shawn many misgivings about the way the process
is carried out but maybe due to the confidential nature of
the system of appraisal in Botswana secondary schools,
they have kept quiet about everything. Teachers have
said that it is abused as a tool 1o axe those who are not
favored by the authorities. A senior teacher grade 1 inter-
viewed argued that teachers should know what reco-
mmendations are made and also they should be told
about the outcomes so that they cam improve in future.
However, though not stated clearly, it is apparent that
teachers are not happy with the appraisal system but
there are no appeal mechanisms in place.

The reason why there are no appeal mechanisms in
place may be due to the fact that the current teacher app-
raisal was founded on the administrative premises as
school heads wanted a means to control and discipline
teachers in the schools and it was also a response to the
policy requiremenis of strengthening supervisory ser-
vices. The schools in Botswana are run along the bureau-
cratic and hierarchical model, with those in authority be-
ing appraisers and therefore there is a need for an



appeals structure as an appeal to the school administra-
tors may not be fair as they are the appraisers by viriue
of their positions.

This section discusses the procedures that are in place in
the currenl leacher appraisal in Bolswana which include
inter alia, training of appraisers and appraisees, matching
appraisers and appraises, monitoring procedures (class-
room observation) and provision of feedback.

Training of appraisers and appraises

Training of both appraisees and appraisers is one of the
most important procedures that facilitate effective app-
raisal. Although when the current system was introduced
it was said that all those who will be involved in the app-
raisal process were to receive fraining before being in-
volved in the process, the empirical findings illustrate that
this is one of the most critical sharicoming of the current
teacher appraisal system in Botswana secondary sch-
ools. For instance, asked whether they received any

training in appraisal, three hundred and one (72,89} of

the respondents o the survey questionnaire pointed out
thal they received no lraining al all while only 101
(24.4%) said they had some Irainr'ng. and eleven (2. ?%)
Weie missing. Furthermore, when asked whether they
think all those people who are to be involved in the app-
raisal process should receive fraining, three hundred and
thirty six (81.3%) of the respondents agreed as opposed
to anly twenty nine (7%) who disagreed, and forty eight
(11.6%) had mo opinion. Of the two heads of departments
out of a sample of ten who were interviewed, one of them
lamented on the issue of training that:

There is no training in the appraisal process and
this renders the whole exercise not effective. In
my opinion, what Is happening is not appraisal.
We all need 10 be trained so as to understand
appraisal in a more positive and meaningful
way. Observing someone in class once and
filing Form TSM 3% is not appraisal. There is
really more to it than it is done now.

A teacher interviewed pointed out that:

| have been appraised (observed teaching in
class) several times but | have never been frained
on what appraisal is all about. My understanding
of the system is not adequate, therefore to make a
good analysis of lhe syslem needs deep informa-
tion. | do not know the purposes of appraisal. We
need to be frained on what appraisal are its purpo-
ses and benefits to us. As it is, it has been impo-
sed on us. It is just routine duties of seniors.

The pivotal role that can be played by the training of both
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appraisees and appraisers, and how it can be dong, was
emphasized by another teacher who was interviewed
who declared that:

Training of appraisees and appraisers will equip
teachers with the knowledge and skills of how to
appraise or be appraised, and why appraisal has
to be done in schools. The fraining can be done
through school-based workshops which are less
expensive, contextual and thus effective.

The importance of fraining apprar'sees and appraisers as
a mechanism 1o faciitate the effectiveness of the app-
raisal process has been identified as being core not only
in Botswana hut globally. Latham and Wexley (1994)
have pointed out that “successful performance appraisal
consists of a system of rules, regulations and procedures
and training necessary for conducting effective appraisals
designed lo inslill the desire for conlinuously improving
one's performance. On their part, Goddard and Emerson,
(1995) have emphasized that:

Training is essential if teachers and head ieachers
are to he able to operate appraisal schemes in a
manner which will help to improve the effecti-
veness of schools. If there is adequate training of
appraisees and appraisers, there are a lot of bene-

fits which flow from gr\rrng each an mcmhi into the

other's role.

That the architects of the current appraisal in Botswana
and those in the international arena had realized the
need of training all those involved in the appraisal pro-
cess indicates the crucial role played by this mechanism
in the success of the process. Training would help mini-
mize some of the problems inherent in appraisal systems
such as teacher resistance and abuse. If teachers, both
appraisers and appraisees are trained and know the pur-
poses of appraisal and how It has to be done, there may
be little resistance and more cooperation. With the know-
ledge and skills from the training, the appraisal process
may be implemented and managed more effectively.

Matching of appraisers and appraisees

One of the procedures followed in the appraisal process
to facilitate effectiveness is matching appraisers and app-
raises. From the research findings, when asked whether
in their school the matching of appraisers and appraisees
was appropriate, seventy five (18.2%) of the respondents
agreed lhal the malching was appropriale while lhree
hundred and thirty five (80.1%) disagreed that it was
appropriate, and only three (0.7%) had no opinion. Some
of those interviewed revealed that in the Botswana situa-
tion, the management structure does not follow the rigidly
defimed curriculum areas, as aone senior teacher grade 1
pointed out:



190

The appralsal process follows a line manage-
ment approach whereby the immediate super-
visor by virtue of his/her position becomes the
appraiser. In Botswana secondary schools,
subjects are grouped into (generic) areas such
as Sciences (Mathematics, Physics, Biology,
Chemistry and Agriculture), Humanities (History,
Social Studies, Geography, Development Siu-
dies), Languages (English, French, Setswana)
and Options (Religious Education, Moral Educa-
tion, Design and Technology, Computer Aware-
ness, Guidance and Counseling).

Corroborating the above sentiment is an assistant tea-
cherwho also declared that:

In our school, supervisors are imposed on us. If
a person has been promoted to a higher posi-
tion, he/she becomes a boss who is expected to
know everylhing aboul managemenl. Even if
he/she does not teach your subject and In some
cases the supervisor does not know you, he can
appraise you and it is allowed. | think something
should be done so that only those who are spe-
cialists in the subject appraise as they can give
expert advice.

In such a situation whereby there is no appropriate or
where it does not allow for appropriate matching of the
appraisee and the appraiser, there is bound to be conflict.
The advanlage ol appropriale malching is the crealion of
some good prolessional and collegial relalionship be-
ween the two. This was lllustrated by the responses 10
the survey questionnaire where two hundred and seventy
nine (67.6%) of the respondents agreed that teacher app-
raisal enhances working relations between the teacher
and the supervisor. An assistant teacher who was among
those interviewed emphasized that:

When you are appraised by your real supervisor
who you teach the same subject with, it is very
helpful because you can learn from each other. It
promotes protessiona-lism in that it opens up both
the appraiser and the app-raisee to talk about the
strong and weak points and forge a way forward.
This is very healthy in the teaching profession.

Echoing the above point of view, one of the school heads
interviewed further argued that:

When the relationship is cordial and professional,
and when the weaknesses are identified and agr-
ged upon, they are worked on and rectified with the
help of lhe immediale supervisor who should be
knowledgeable in lhe area and is credible in the
eyes of the teacher. At depart-mental levels, the se-
nior teachers have the responsibility of discussing
certain aspects of the appraisal process that are rel-
ated to the teaching profession, and this helps build
good working relations.

It can therefore be argued that if the maiching of the app-
raisees and appraisers is appropriately done, it can lead
to collaboration and collegiality. The immediate super-
visor should also give orientation to the appraisee on the
appraisal process and the instrument used for assess-
ment. This is succinctly explained by Murdock, (2000)
when she posits that: “... it is vital for a progressive
system of evaluation to build on collaborative relations
whereby the supervisor actively makes efforts to under-
stand the teacher’s frame of reference on classroom
events and engages in continuing dialogue with tea-
chers”. Mullins (1996) also emphasizes this when he
points out that appraisal improves the quality of working
life hy increasing mutual understanding between mana-
gers and their staff. Horne and Pierce (1998) underscore
the whole issue of good matching when they say: “... it is
important for the success of the appraisal cycle that the
appraises and appraiser have a good professional rela-
tionship so that the appraisce fecls confident about re
vealing possible areas of concern without being regarded
as a poor teacher”. If the pairing is inappropriate, there
may be lack of confidence or respect which may hinder
productivity.

The assumnplions lhal guided lhe archilecls of the app-
raisal process along lhe line managemenl approach
become more problematic when one Is faced with the
situation in Botswana. Itis not always possible for the im-
mediate supervisor in this case to thoroughly know the
Appraisee, has full understanding of all the subjects he/
she oversees and effectively appraisee a large number of
teachers under him/her. In the Botswana situation, much
as the mechanisms and procedures are laid down clearly
in the policy documents, it becomes very difficult 1o effec-
tively implement the process due to the nature of the
composition of management where an immediate super-
visor might not be knowledgeable in the subject of the
sUpervisee.

Monitoring procedures (classroom observation)

The school head together with other members of the sch-
ool management team are responsible for monitoring the
frequency and extent of appraisal in their areas of spe-
cialization. The school head is respansible for appraising
the adminigtrative aspects of the school. From the
instructions on the appraisal instrument in Botswana, it is
stated in Section B of TSM 24 that it has to be completed
by the immediate supervisor, who should have observed
the Appraisee on at least three occasions when he/she
was fcaching and this should be a summary of a number
of observations. The empirical findings indicate that the
appraisal of teachers is not done regularly according to
the guidelines. When asked the number of times they
were observed (appraised) the previous year by the
immediale supervisor, eighly six (20.8%) were nol app-
raised al all, lwo hundred and six (49.9%) were appraised
once, seventy five {18.2%) were appraised twice, thirty
(7.3%) thrice, three (0.7%) four times and more while
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thirteen (3.1%) were missing. The results generally show
thal 76.1% ol lhe respondenls were observed while
leaching. This indicales thal allhough lhe mechanisms

and procedures are in place, some leachers are nol app-
ralsed at all while others are not adequately observed

accordingly. This might also point to the fact that the ma-
nagement of the implementation is not adequate. One

teacher who was interviewed pointed out that:

The appraisal process is not effective at all as
some people arc obscrved during lessons and
appraised according to what was observed, while
others are not observed while teaching but app
raised at the same time as their forms are com-
pleted somewhere by the school authorities. Some
are observed on only one incident which might be
unpleasant and all the good things are disre-
garded.

The results may be reflecting that the monitaring mech-
anisms are not adequate because as a stafutary re-
quirement, it is mandatory that teachers must be ob-
served at least three times when teaching by the imme-
diate supervisor. Usually where there are no adequate
monitoring mechanisms, there is baund to be conflict and
a lot of mismanagement and abuse. When asked whe-
ther the appraisal process is used to serve the interests
of the Senior Management Team (SMT) who are by vir-
tue of their positions in schools appraisers, two hundred
and eighty three (68.5%:) of the respondents agreed that
it served the interests of the SMT's while one hundred
and twenty three (20.8%) disagreed and seven (1.7%)
were missing. Furthermors, when asked whether the
SMT abused the appraisal process, two hundred and
cighty one (68.1%) agreed while one hundred and twenty
cight (219%,) disagreed and only four (194) was missing.

The empirical results above reflect the inadequacies
inherent in the procedures of the current teacher app-
raisal in Botswana secondary schools. For an interven-
tion to be effective in meeting its intended purposes, it
needs adequate monitoring procedures in place. The
instrument was there in place including the procedures as
stated in the instructions at each section, and who should
do that. From those who were interviewed, it shows that
teachers are far from happy with the current teacher
appraisal as they view it negatively. Of the two heads of
deparlimenls inlerviewed, lhey all agreed Lhal il is abused
by lhe SMT's. Cne ol lhem poinled oul that:

It helps the SMT to maintain a positive atti-
tude as it makes teachers to be prepared all
the time knowing that somebody is watching. It
monitors the behaviors of teachers and helps
supervisors with information on each teacher
with regards to communication and relation-
ships.

An assistant teacher interviewed painted a very bleak
picture concerning the current teacher appraisal. He/she

declared that:

It is used to keep law and order in schools. It is
used by SMT as an axe to chop junior teachers. It
is a witch-hunting exercise because the appraiser
concentrates much in the areas where one is
weak instead of comparing one's weaknesses to
strengths.

A Senior Teacher Grade 2 posited that:

It acts as a blockage for teachers’ progression.
Instead of developing teachers by showing them
their weaknesses and strengths, it destroys
them as the SMT will always give false informa-
tiom ahout someone who is not their favourite.

The following are some of the responses from the open-
ended questions of the survey questionnaire regarding
the appraisal system:

i.) It is a tool used to oppress and suppress teachers. It
promotes tendencies of boot-licking and “Yes Baas”
which frustrates other teachers (assistant teacher).

ii.) It serves as an intimidation tool to boss around
teachers with the threat of not qualifying for that funny 5%
increment (assistant teacher).

ii.) It is used to oppress teachers, reprimand teachers
and punish teachers (Teacher).

iv.) It is a source of quarrels, punishment, ridicule, and
victimization rather than supporting and developing
individuals (senior teacher grade 2).

v.) It is used 1o threaten teachers in order to make them
loyal subordinates of the management system that is the
regional education officers, director of secondary educa-
tion, teaching service management, SMT and a fault-
finding mission on teachers’ parformance (teacher).

That the appraisal process in Botswana secondary
schools is being abused by the SMT's may not be sur-
prising when one considers the fact that one of the
reasons why it was introduced was to strengthen super-
visory and in-service training services. Furthermore, the
headmasters’ association had called for its infroduction io
help them control and discipline teachers. It was there-
fore to some of the stakeholders an administrative tool to
instill law and order in schools as the respondents have
revealed. Some of the people who implement the process
may still he guided by confidential reporting system that
was in place before the current system. As illustrated
earlier in this study, there is no adequate training of staff
in the appraisal procedures and purposes and the abuse
may not be intended but a result of lack of knowledge
and skills on the part of the appraisers. In order for one to
meo-nitor, they nesd skills and knowledge on the issus at
hand. This was emphasized by a teacher interviewed
who suggested that: a permanent appraisal team from
the department of sccondary cducation should be esta
blished and should be well trained and move from school
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to school monitoring the system of appraisal to ensure
that it is done properly.

This section has also revealed the weaknesses of the
monitoring procedures as it appears there are no people
in place whose responsibilities cover monitoring the im-
plementation and management of the appraisal process
in schools. For instance, the SMT, which includes the
school head and other senior personnel in the schools
seem to be leading the abuse of the process. The proce-
dures in place are also flouted with impunity as the num-
bers of times teachers are observed teaching are not res-
pected.

Provision of feedback

The provision of feedback in the appraisal process plays
a very crucial role if the process is to be effective. This
therefore, calls for mechanisms and procedures for pro-
viding feedback to be in place in our schools; and the
structure can be presented diagrammatically showing
which member of staff receives feedback and from whom
for emphasis. Because the appraisal process in our
schools follows a line management approach, this should
make the provision of feedback to be in line with the
approach used. The immediate supervisor should give
the supervisor prompt feedback after classroom obser-
vations to avoid misgivings on the effectiveness of the
process. However, from the research findings of this
study, it becomes apparent that the current appraisal pro-
cess in Botswana secondary schools is not very effective
when it comes to the provision of feedback to the apprai-
sees. For instance, a senior teacher grade 1 who was
interviewed argued that:

The confidentiality of Form TSM 34 is not appro-
priate because the teachers should know what
franspired through a series of feedbacks, not
only when observed teaching but for the entire
job. Sometimes the feedback given is not true as
sometimes one is told that the performance is
good and therefore never corrected, but at the
end one is not promoted, sent to school and so
on and one wonders why. This makes teachers
lose confidence and trust in their superiors,
including the appraisal system itself.

Furthermore, another teacher interviewed rhetorically
posited:

Why should it be confidential if you have re-
corded something that is frue about the teacher?
Is it lack of money to send one for further
training? Or are there no posts of responsibility
available, or are they not enough? Or is there
need for experience? If one has not been att-
ending lessons and has been told about that,
why should it be confidential when it comes to
TSM3/47 If one has been good and it has been

written that one has been doing fine in school,
why shouldn't one see it?

As illustrated earlier on in this article, the appraisee is
only allowed to view the comments made up to the end of
Section B where he/she is allowed to sign as an acknow-
ledgement of having seen the appraisal but not that
he/she agrees with the assessment. Teachers as the re-
cipients of the appraisal process have shown their dis-
pleasure on the confidentiality of the whole process
saying that this makes appraisers to abuse the system
knowing very well that teachers will not see their recom-
mendations. An Assistant Teacher interviewed claims
that:

The appraisal process is not effective because it is
difficult for the teacher to see all the results from
the process. Even if the head teacher reco-
mmends one for further studies it never happens
but only those who are favoured ultimately go.
Something needs fo be done about this confi-
dentiality of the current teacher appraisal.
Teachers should be allowed to see the recommen-
dations of the Head of School and then sign.

Some respondenis have also suggested that feedback
from regional education officers, directors of secondary
education and teaching service management should give
feedback promptly as this will go a long way in motivating
teachers in the schools to do more. These sentiments
from the empirical study are supported by Taylor (1998)
who pointed out that: ... appraisal involves letting people
know what is required and expected of them, assessing
how they are doing, reviewing this with them reqularly
and agreeing with them what happens next. Transpa-
rency has been seen to build a very strong base of trust
and confidence among members of the school commu-
nity. Horne and Pierce (1996) have also said that: ...
appraisal is a prime mechanism available for all involved
in the school to celebrate success, receive and give
accurate informed feedback and reinforce ways of forging
ahead.

It is therefore imperative that mechanisms and proce-
dures on how and who should provide feedback to whom
are in place to make the current teacher appraisal system
more effective.

Conclusions and Recommendations

It is clear from the above expositions that some mecha-
nisms and procedures for the effective management and
implementation of the current teacher appraisal system
are in place. There are guidelines that show the admini-
stration and appraisers what to do and how frequently it
has to be done. The appraisal instrument, Form TSM 34
is available for both the appraisees and appraisers to fa-
miliarize themselves with.

However, though the mechanisms and procedures are



in place, they are not adequate encugh to facilitate effect-
tiva managemsant and implementation of the process. For
instance, the appraisel precass was crafted along the line
management approach which is hierarchical and bursau-
cratic, with rules and reguletions, allowing those in admi-

nistrative positions to be in control of the appraisal pro-

e P e o B 2 [P,

cess as eppraisers. The administrative culture prevalent
in Eotswana secondary schools would favour a line ma-
nagemeni apgroach. Howaver, the existing management
stiuciure in Betswana secondary schools becoma proble-
matic pecause immediate supervisors may not neces-
sarily is knowledceable in the subect specialization of the
supervisor. This makes the immediate supervisor be
more inclined 1o the administrative chores of the tea-
cher's job 1o the negligence of the professional one. As
illustrated in the findings, this results in teschers not
being happy wilh the appraisal’'s oulcomes in mosl cases.

Another crucial factor that is missing in the current
teacher appraisal system is adequate ftraining of both
gppreisees and appraisers on the appraisal process
including the appraisal instrumeni. The empirical findings
paint a very bleak picture when it comes to the training
espect 2s most raspondents have never been trained at
all. Soms evan claim that they do not know the purpose
cf the appraisal process, which may be the reason why
many are nol happy with the system zt all, and are
therefore resisting. Although it can pe said that some me-
chanisms are in place such as guidelines, there are in-
zdequate monitoring mechanisms as some teachers are
not appraised at all while some are appraised without
keing observed tzaching 'n class. There is also rampart
ghuse of the system as llustreted in the empirical
findings which may be attributed tc lack of monitaring by
those whao are tasked to do so.

I'he teachers’ case is made worse by the lack of eppzal
mechanisms and procedures in thz appraisal system.
The aggrieved teachers have o remain disgruntled zs
there are no siructuras in place to help them, and the
cnly other option is that of agpealing to higher authoriiies
in the schools who are by virtue of their positions part of
the appraser cadre. Ancther inacequacy identifizd is the
facls (hal lhe appraisal process is cloudad in secrecy,
especially from the time recommendations are made
cnwards. Most ieachers do not know what happsns after
they have sicned after ihe school head’s assessment but
before making recommendaticns. The other inadequacy
is that it has heen mace clzar that the signing by the
teacher is just an acknowledgement that they have seen
the assessmen: and noi that they agree with il. Due 1o
lack of appeal mechanisms and the confidential nature of
the appraisal process, leachers remain vulnerakle tc the
machinations of the aporaisers who aouse the system 1o
their zdvantages. Teachers are ar the mercy of the
zppreisers for their professional development and pregre-
ssion,

n order o makz the appraisal systom to be mora offae-
tive, tha following mechanisms and procedures should be
put in plecs and be adeguate. The rcles and rezponsibilities
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of those involvad in the gppraisal orocess shoule be very
clear and bz known fo all staksholders. Adequately
qualified peoole not based only on positions held should
be made appraisers. As some raspendents had sugges-
ted, thzre should be a panel of qualified appraisers

stationed at the regional offices to halp with the moni-
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toring and evaluation of the whole systzsm in the region.
Furthemrmore, there should be appropriate matching of
appraisess and sppraisers in the schools if the process
should ke effective. Ancther very crucial mechanism is
that the fraining of both appraisees and appraisars on the
appraisal sysiem and appraisal instrument must bz
mandatory as this wil inferm neth pariies on what is
expected of them. Uniformity of carrying out appraisals in
schools would be realized and when tocacher transfers
are affected, there would be no problems of fitting intc the
syslem. This will also help them wilh the procedwes Lo
follow so that conflict is minimized.

Monitoring mechanisms shculc be put in place and
should be ‘mplemented. As a contentious issue. thoss
aggrieved due to the aporaisal system cught 1o be allc-
wed to appaal and machanisms and orocedures of how
to do this should be known and ke part of the fraining
process. Monitoring will also minimize abuse by those in
authority of the appraisal system,

To =nsure the crediblity of the aporaisal system thers
should be participation and ownership by thz tzachers.
This may also reduce friction and conflicts. Finally, me-
chanisms for the evaluation of thz appraisal system
should be in place &s educalicn is always changing and
all systeme related ‘o it should be akle to adjust 1o the
changes.
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