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4, UNESCO/S'PBEA Teacher‘Appraisal‘Process (TAP) .
A Overvrew | |

~ A joint UNESCO and South P acific Board for Educational Assessment (SPBEA) pilot project
(piloted in Arno Atoll) began implementation in January 2008 and was being implemented

concurrently with the continuation and conclusion of ADB TA 4794. A pro;ect document beglns
. with thrs forward:

The Teacher Appraisal Process ( TAP) provides a gurde//ne of the steps that any
education or school author ity may adopt if it wishes to putin place a s z‘rategy for .-
monitoring pen‘ormance of thelr teachers

The document further states: -

Before implementing TAP there are important actions that need to be p ursued so that

the appropriate platform for imple menting TAP isin place. These include the following:
- Identifying and agre€ing on the purpose of the a ppraisal - :

» [dentifying the quality d/menSIons fo be used as the basis for appraising the teacher
performance

» [dentifying the appropriate qua// ty e/ements of performance indi cators for each
-quality dimension that would provide the necess ary evidence for appraising the
performance of teache rs in each quality dimension.

= Determining the most ap propriate rating scale to be used

» Agreeing on the necessary steps to be adopted in imple mentmg the appra/sa/
process _

The document further mentions that the appraisal process is com prised of two parts 1) the
teacher appraisal process and the‘teacher development plan.

The document further outlines the importance' of “setting duality’standards for teaehing”, and
“establishing reievant rating scale’s” : '

Also provide Wlth the TAP guideline is a software package designed “fo assist with the

processing and analysis of information relating to pen‘ormance of each teacher in each of the
establ/shed standards ‘

The TAP document and software are partnered with a publication Are OQur Puplis Learninq?
- How Do We Know? This is a UNESCO/SPBEA publication,

B. Co’Ordinaﬁon with TA 4794

Not until Mission 2 of TA 4794 was the consultant made aware of this TA. There was confusion
among some MOE administration as to why there were 2 ongoing pilots focusing on personnel
performance. There continues to be confusion regarding what is the purpose and e nd result-of
each of the pilots.

A review of the UNESCO/SPBEA information results in the followrng analysis WhiCh hopefuily
will allow MOE to best coordmate the work of each pilot project:
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' Quallty Elements and Standards

The UNESCO TA provides a general framework for “how to monitor teacher performance
" and recommends the development of quality dimensions, quality elements and performance
indicators for use in the appraisal process
= TA 4794 has developed (in coordination w ith MOE staff, teachers and principals)
performance areas, evaluation factors and performance indicators based on the RMI
Integrated Teacher Certification, Teacher Salary and Teacher Managem ent System (April -

2005). These evaluation criteria can be used in coordination w ith any performance process
including the UNESCO TA.

. Teacher Development Plan ' :
x  The UNESCO TA recommends each teacher complete a “Teacher Developm ent Plan”
based on the evaluation results
»  TA 4794 evaluation factors include the following “In- coord/natlon with MOE each teacher will
' have-a record of prior achievement a nd training, an understanding of training néeded to

move to the next leve/ (Individual Degree Plan/IDP)”. The “Teacher Developiment Plan”,
could be integrated into the IDP. - B

Rating Scale ' c
* The UNESCO TA recommends that a rating scale be developed and incl udes in the TAP
document a sample scale
= Work on TA 4794 included discussion with principals, teachers, MOE staff and PSC. It was
determined that the rating scale would follow the current 5 point rating scale used by PSC. .

't is expected that ratrng scales used in performance evaluation would continue to follow this’
direction. :

Implemem‘mg Steps for Appraisal :

* The UNESCO TA recommends that there is agreem ent on the steps that should be
addressed to move forward with performance appraisal.

x  Work on TA' 4794 included the developm ent of performance evaluation schedules tips for
setting up the appraisal meetings and conducting the appraisal, supervisor review forms (so:
‘as to qualitatively express results) and productivity database. This rnforma’uon can be
coordlnated wrth any further work on the UNESCO TA “

Processing Informatlon and Results :

* The UNESCO TA provides a software package so as to’ ‘assist superwsors com plete

" analysis of performance evaluation results

* TA 4794 developed straightforward 5 point rating scales, thls allows for direct calcula‘uon of
results by MOE staff or principals. Software packages have a tendency to become
unreliable in the Outer Islands and can often hinder completion of tasks due to lack of
experience wrth usmg the software package

C. Discussion UNESCO/TA 4794 °

It is evident that both pilot prOJects are focused on the development of performance evaluation
process for teachers (TA 4794 for all MOE staff as well). The preceding analysis provides .
direction as to how further work on the UNESCO TA can be coordinated w ith the resuits of TA
'4794. As the UNESCO TA provides a more general framework for developing a performance
appraisal process, it is only logical that the results of TA 4794 be integrated into the areas of
development of quality dimensions, quality elements and performance criteria.
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It is recommended that MOE use the work and results of both pilot projects to implement a
thorough, transparent and efficient performance appraisal process for teachers and MOE staff. -

Until a clearer understanding of how the UNESCO software package can im prove the
effectiveness of performance evaluatron it is recommended that principals and MOE
supervisors continue to directly evaluate and tabulate evaluation results.

With results from both of the pilot projects’ MOE should have a very strong understan dmg of how
to best implement performance evaluation. There should bé no reason why direct; effective and
transparent teacher and MOE staff evaluation cannot be completed in'a timely manner on an
annual basis. :

5, Co'nclusion and Recommendations

ThlS project has been challenging to rmplement given the broad scope of the pilot and the
personnel. changes that have tak en place in Government. Given that the TA. addressed the issue

of "performance” in the public sector, specifically MOE Admlmstration and M ajuro schools, it has

been a somewhat complex subject to address with considerable time being spent explaining the -
overall focus of the TA outcomes to stakeholders in MOE PSC and other Government offices.

'Throughout the project the consultant has worked con3|stently to deliver on the TOR tasks and to

achieve the goals of the TA. Engagement of the PSC in the TA to establish the ground for possible

-~ “roll-out” into the wider public service was considered partrcularly lmportant and this was achieved,

as outlined earlier in this report, through meetmgs with and a degree of buy- |n from that body

The likelihood of sustamabmty of TA gains (with sUstamabrhty being a key issue in the Pacific in
general and in RMI in particular), was greatly improved by a focus on capagcity building. A
consistent focus on capacity building efforts with MOE personnel staff and the I\/Iajuro schools
achieved a high level of buy-in. Looking forward, it is, essentlal that galns achreved under this TA,
and also the work undertaken by UNESCO in this area, be b uilf upon in the near future to ehsure
the process of reform in the vital area of educatron in RMI continues to proceed."

Specrﬂcally itis recommended that next steps include:

» Completion of design, review and revision of posrtlon descrlptlons for all MOE personnel

= Expand pilot activities to remaining MOE divisions, all Majuro teachers and outer island
schools, with MOE developing a timeline and schedule for expansion ‘of ‘pilot’

= Coordination between MOE work on contmued im plementatron of TA tasks with ongorng work
of UNESCO project

» Continued update of PSC regardlng ongomg implementation of MOE performance apprarsal

= PSC to determine most effective way to use MOE results to expand per formance appraisal
process (TA results) fo: other RMI Govemment Mrmstrles lncludlng developing a timeline and

. schedule for proposed “roli-out”

» RMI Government and ADB determine possrble Techmcal Assistance to * roll out TA results to

other RMI Government Ministries
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