
CHAPTER FIVE 
STAFF MANAGEMENT 

INTRODUCTION . 
School administrators and related heads of ed 

aonai institutions work with many resources to accomplish ca, 
tianal goals people to carry out teaching and/or teaching s, 
port activities, buildings to house teaching/learning operation, 
equipment to facilitate teaching and learning and financiai 
.resources to fund school activities. Much as all these resources a 
essential for the proper functioning of the school, the one whi 
appears to be most crucial is people, who perform the task y 
teaching and teaching-related activities. Such people are oftl!ll 
referred to, simply as staff. It is therefore necessary that any sch 
should have and maintain a viable quantity and quality of staff. f 

Most schools which are currently regarded as reputable ] 
stitutions are those that have over the years, been blessed not only 
with intelligent and diligent pupils (or students) but also with I 
qualified and well-managed staff. It is in view of this that school 
heads often strive to get adequate number and categories of suffi. 
ciently qualified staff. 

The task of staffing involves the securing and developing of 
personnel for the jobs which are created by the organisation func 
tion. The prime objective of school staffing is to obtain the bes1 
available people for the school and to develop the skills and abiities 
of such people so that they can contribute effectively to the 
achievement of school objectives. Obtaining the best personnel for 
schools (teachers and non-teaching staff) often involves the ac 
tivities of school administrators (headteachers) and experienced 
education administrators in the Ministry of Education and Teaching 
Service Board .. These activities include among others, recruit~ent, 
selection, train mg and development, supervision and evaluation of 
personnel. 

Education authorities make policies from time to time and 
these inevitably affect school personal processes. School p~o­ 
cesses are therefore not static but highly dynamic In view of this, 
'?[®agement processes must be continuously re-evaluated" o of changing conditions both within the school and outsi,de 
,,']",,?' gem Te key issues of recruitment, sefecion. ®; 
h b evelopment, supervision and evaluation of school st@ 
ave een examined in . . . of this chapter. more detail in the ensuing sections 
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(1) RECRUITMENT OF JOB CANDI DAT 
Recruitment involves all prospecti " ES 
in the organisation. Recruitment is » [, ®Plicants for job position 
sonnel in any organisation. Personnel r:a e~ponsibihty of staff per­ 
functions, but unless the right people ar Y avt to execute several 
the right job, the whole system or 0~ em~ oyed and placed on 

(QgunsaJ·u and Arubayi, 1985) Th rgansation may collapse • le primary aim of :. : 
for the personnel to be able to attract or find a ool recruitment_ is 
he potential to successfully fil the job vacan,,',"9Pe with 

t f 
· b h • • n e a vertise­ 

ment ot a jol vacancy, the inclusion of job description ' · b d · · · n 1s necessary 
A JO escnptron 1s a statement of the tasks, duti id · •b"I' · h t dfi 3 . , es an respon­ sihilities that lefine a particular job. Sometimes job ·ifi: · ·· ' specifications 

are prepared. They describe the key qualifications necessary for so· 
meone to perform the job satisfactorily. 

It should be noted that recruitment of school staff precedes 
staff selection. No staff can be selected until recruitment has been 
completed. The recruitment process focuses more on quantity 
than on quality of prospective staff members. It is only during the 
selection phase that recruited candidates who fail to meet the 
abilities, values, needs- and interests of the prescribed job are 
eliminated (Lipham et al, 1974). It is common to hear of recruitment 
tour within the country by officers of the Teaching Service Board 
or Commission. Such tours are merely conducted to identify a list 
of potential school staff. 

A good recruitment programme is one that is properly planned 
and well operated. Poor recruitment efforts could lead tpo the selec­ 
tion of poor applicants. A proper recruitment programme calls for 
collection of data on possible vacancies from school headmasters. 
In most states of Nigeria the responsibility for collection of such 
data rests with the· Senior Education Officers (Personnel) in the 
Teaching Service Commissions or Boards.) Such personnel officers 
usually request primary school headteachers to complete a pro 
foma either monthly, quarterly or bi-annually indicating Stall 
strength in the school and in each subject area (Ozigi, 1977). The 
completed, profoma makes it possible for the comm1ss1on or board 
to post the right number and calibre of teachers and non-teaching 
staff to schools in need after the selection process of new staff has 
been completed. . • It uires con- 

Successful recruitment is a planned activity. req . 
carted efforts by all concerned. It is important to ad?_Pt in. an 
organisation, the following steps which are known to facilitate pro· 

per recruitment. · sitions and the type 
a) Personnel should.ascertain the vacant po 
of skills needed to fill the positions.,, ;h Id be identified 
b) The source or sources of recruitment s ou! ' 
once the opening becomes cleaf. that Is detailed enough 
) Design and provide an applicgP",",,j cf io applicant. It is 
to reveal the background knowle ge an s 45 



. d clear application form t[lat personnel ca 
only with a detailed ~!~sting which will weed out unqualified ca 0 
do an accurate sho. 

1 
way for a facilitated selection. The fact t~· 

didates, th~reby ~~~m~ school is not as impportant as filling i 
vacancy exists "",, ri a vacant position, personnel should u,, 
the right aPPf",",",jrrnent sources to attract the prospective , 
wide variety f the two sources indicated below can be used by 
d1dates. Any 

0
tt ct the qualified candidates to fill vacant places in 

personnel to a ra d S :. 1978) 
. hool system (Johnson an ·tinson,, They are the primary sc 

internal sources, and external sources. 
ii Internal Sources - Personnel may recruit new staff from 

the existing employees. In many schools there are often in. 
among · · fill h t iti : d. 'd als who are qualified to I t e vacan pos1 10n with 01 IVI u . . f id 
without further training. Recruiting from insite enco_urages in- 
breeding. Filling vacant positions with internal candidates ha 
some benefits. For instance, it gives the Teaching Service Board; 
fore-knowledge of the candidates attitude to work, having been 
under them for quite some time. It also motivates the internal can­ 
didate to perform better on the job since he is being recognised as 
capable of doing the job especially if the job comes as a promotion. 
According to some surveys, up to 90% of all management posi­ 
tions are filled internally compared with only 50% in the 195), 
(Campbell Dunnette, Lawler Ill and Weick Jr, 1970). In some 
primary schools in Nigeria, positions of headmasters and/or Assis· 
tant headmasters are filled internally with experienced and qualified 
teachers. This is a clear indication that management is fully aware 
that one way to reward their hardworking employees is to fill ve 
cant positions in form of promotion with internal candidates. 
Employees who benefit from such system of filling vacancies usual· 
ly see themselves as rewarded and as a result they strive to improve 
their performance. A times, a former employee who has gone Oil 
retirement may want to return and work on part time basis or on 
contract assignment:ip his former organisation. The advantage in 
'®Ploying a former employee is that his performance is know an ess training may be . 
) E necessary to put him on stream. 11 Xternal sources I · b • the internal invariably, many organisations ignore sources and con y fi 
their entry positions centr~te on external sources. Schools 
from inside F • from outside and atimes fill the key positio 
iii sf%CC2 s ge of schiooi, ie solcy of " 
Board, School owne~h~n l_or Teaching Service Commission ol 
the organisation wif @e factor, and financial resource®' 
ment that will be used. rmine which particular source of recru 

There are a· variety f olS 
may draw their new st ff Ot external sources from which scho 

118 use of news media ,,,";I brief, the external sources includ?" 
television), educi6,,®enis (such as newspapers, rad,'; 
leges), employment agen ~st1tut1ons (e.g. Teacher Training 

It is important that cies and Professional orgar.isations. : the 
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source of recruitment that could provide the best 
1 · · · M resu t at any par­ ticular point m t,_me. any organisations do this through research 

and direct questions to employees during the pre-em h 
' d · ployment in­ terviews or urmg post-employment interviews. 

(2) SELECTION OF NEW STAFF 
The selection process determines the candidates that will final­ 

ly enter into the organisation as new employees. After job ap­ 
plicants have been recruited, a systematic effort is to identify the 
most suitable candidates to fill the vacant positions. According to 
Castetter (1976) the primary purpose of selection to fill existing 
vacancies with personnel who meet established qualifications, who 
appear likely to succeed on the job, who find sufficient position 
satisfaction to remain in the system, who will be effective con­ 
tributors to unit and system goals and who will be sufficiently 
motivated to achieve a high level of self developemnt, 

Selection ls a very important process which requires planning 
and objectivity. After all, no organisation can be better than the 
people who make it up. A selection exercise should not be left in 
the hands of amateurs or the less informed in the art of selection. It 
is because of the complexity of the selection process that most 
organisations usually involve-several people in its conduct. 

In Nigeria the selection of new staff for public schools is usual­ 
ly done by officers of. the Primary School Teaching Service Board 
or Commission. Atimes it is done by a panel made up mainly of of­ 
ficers drawn from Ministry of Education and the Primary School 
Teaching Commission or Board. Headmasters of public schools are 
not usually involved in the selection of their teachers. Selected 
teachers are posted to schools which need them. But unlike public 
schools, privately-owned primary schools in Nigeria do not depend 
on the Teaching Service Commission for the selection of new staff. 
Rather they often utilise panels made up of officers as may be con­ 
stituted by the school proprietor, principal, education personnel 
managers, educational administrators, university lecturers and 
related experts in personnel matters. Some private primary schools 
even use employment agencies in the recruitment and selection of 
their new staff. 

Although, selection procedure may differ from one State to 
another and from public school to private school, the selection pro­ 
cess generally follow all or some of the. steps shown in. Fig. 6.1 
below. 



iii) Adequate job specifications should be developed. 
iv) Proper techniques should be developed for recording and in- 

terpreting findings. 
v) Evaluation techniques should be developed. 
vi) As a rule, a panel of interviewers should neither be too small 

(less than 5) or too large (e.g. 18). The more manageable the 
size of the panel, the better. 

vii) Members of the panel of interviewers should know the 
specific aptitudes, knowledge skills or other attributes that 
are needed to perform the tasks for which an applicant is in­ 
terviewed. The interviewer must be able to zero in the critical 
requirements rather than only make global or mechanical 
judgements. 

viii) An interviewer should make sure that the applicant is made 
welcome and is treated with dignity by everyone he meets. 

ix) Interviews should be such that interviewees ere given suffi­ 
cient time to talk or ask questions. Listen to the interviewee 
and avoid undue interruptions. 

x) An interviewer should remain neutral, and not offer his opt» 
nion or reaction until at the end of the interview. He should 
also avoid leading questions for these have the tendency of 
discouraging initiative. 

xi) Interviewers should avoid halo effect - not to be carried 
away by personal bias or prejudice. 

It is good to remember that an interview offers the organisa­ 
tion an opportunity to "sell" itself to applicants. All applicants 
should be treated with due respect even if no employment is to be 
offered to them. Any impression created during an interview may 
be difficult to forget or even forgive. Afterall, an interviewer today 
may turn out to become an interviewee a year or years after in the 
organisation (or school) where the present interviewee is 
employed. 
d) Physical Examination 

In some educational institutions it is required that prospective 
employees subject themselves to physical examination before or 
after a job offer is made. The essence of physical examination. is to 
determine the physical fitness of the applicant. A physical examina 
tion has some good effects. It helps to eliminate applicants who 
might be real liabilities because of too much absenteeism rate due 
to illness. Besides it helps to place applicants on jobs best suited to 
their health. It is even to the advantage of the employee who could 
establish through the pre-employment physical examination that 
his ill-health is work-induced. 

Some institutions would not employ any applicant who has 
some health defects (e.g. tuberculosis) no matter his profession@l 
qualifications. They do so because certain jobs induce stress and 
people with tuberculosis or related heart problems no matter hoW 
mild, should be disqualified in their personal interests. People wit! 
defective hearing, or poor sight should not be employed as security 
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officers. In recent years, however, physical examination has been 
given relatively low emphasis as a selective device fo 

1 
• 

:. :h il t :h · . r employing new primary scnoot teachers in Bendel State and sore other stats 
of Nigeria. 
e) References 

It 1s common for employers of teachers to ask prospective job 
applicants to furnish references to support their application. 
Reference letters help to provide additional information to augment 
that obtained through the application forms and interview. The 
problem with relying on reference letters is that many referees in­ 
stead of giving bad recommendation, decline to write on behalf of 
the applicant. In fact most of those who write reference letters 
often make hyperbolic and favourable statements on those ap­ 
plicants they are writing for, An applicant who is simply good in his 
chosen profession may be said to be excellent. It is due to this pro­ 
blem that some employers in Nigeria place little or no value on the 
reference letters. 

To improve in the utility of referee's report, it is hereby sug­ 
gested. that reference letters be required from only candidates who 
are shortlisted for interview. Second, that applicants be asked to 
nominate at least four referees from which prospective employer 
could select three and ask them to send reports. Third, as a rule 
one of the referees nominated by the applicant must be the present 
or past employer of the applicant or his former teacher or 
headteacher. 
f) Offer of Employment 

The offer of employment is the cumulation of all the events 
that have started from the identification of positions for employ­ 
ment to reference checks. Hence it is perhaps the most crucial of 
all the steps in the selection process. 

A number of factors should be considered, based on each step 
in the selection process. For instance, the weight to be assigned to 
such issues as lack of required. experience on the sam~ Job, test 
score letters from referees and actual performance at the interview 
should be carefully considered. This is not an easy work. Besides, 
the provision of objective answers to the followrng questions will 
help the employer to consider applicants who seem to have high 
overall scores (Meyer, 1970). 

ii Has the applicant shown a good track record_of a~h1evement7 
iii Did be hold responsible positions in growth situations? 
iii) Are there sudden shifts in the careers of the applicant? 
iv) Does the curriculum vitae clearly indicate whether the can- 

didate is presently employed? . f h 
v) Is the curriculum vitae clear about the education ° tlie ap­ 

plicant? : 'I­ 
vi) Does the applicant have 8 sign of self improvement sy 

drome? f hit marital status? vii) Does the candidate give a true history O is 
7 Viii) What salary is the applicant earning at present 
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I. t any cogent reason for wanting to chan 
ix) Has the app 1can 9e 

job? :. ·iderations, some trade-offs have to be made 1 In making cons© ' ·jlabilit f 3kill '·{h . h d -offs factors as avaI a ility o s I required fo 
making such ,,ecial environmental peculiarities, preva,, 
"$',%%%%ii a«is and asato of ho ooanil} 
to be considered. h · 

Aft f. al decision has been· reached as, to w o 1s successful 
er '" ·1 d t th · ' a letter of appointment has to be mat e ~ . e successful can. 

didates explaining clearly the terms and conditions of the new job 
When such a letter is received by the applicant it is important that 
he replies it indicating acceptance and when he will assume duty, 
In order that successful applicants do not miss the chances of ge 
ting due information and acting on it immediately, all Job offers 
should be stated as clearly as possible. The position offered to the 
employee, the salary attached to it, and the working conditions 
should be stated in unambiguous terms. 
g) Orientation I 

Orientation of new teachers is important to successfully seal 
the process of recruitment and selection. Orientation is an activity 
undertaken to introduce a new employee to his organisation, job, I 
and working environment. The.purpose of orientation is to ease the 
initial shock. that an employee is exposed to in an unfamiliar en­ 
vironment. Orientation aims at instilling first impression and at­ 
titude of the organisation; its objectives and its people. It helps to 
meet the new employee's need for acceptance. and security. 
Besides it helps the new employee to accept the rules and regula­ 
tions of the. organisation, and develop a positive attitude towards 
the organisation. Orientation helps to furnish the new teacher with 
whatever information that may have been neglected during the 
course of recruitment and selection. A well planned orientation 
programme would ensure that information about the employee's 
immediate concerns are provided. Such concerns would include 
issues as pay, work schedule, special facilities break periods, mail 
box, library facilities and staff recreation facilities. 
b Orientation of teachers at the primary school is increasingly 
['.""]PP"eciated by government and other employers of teachers. 
. b e?ause It is behaved that good orientation helps to increase 
JO secunty and itisf: · 
B · Sa action for teachers. The teaching Service 
oards should esure that th -1- • for 

arresting the robl 1ey utilise orientation programmes. 
categories stk,',®hich often plague new teachers and othe 

ployees. 

(3) TRAINING AND DEVELOPMENT 
The selection process · d . the 

skills and abilities n Is lesigned to find people who have aol 
responsibilities. Yet ~~e~ary to carry out the required sch w 
members of staff. generallecome an asset to the school, nest 
teachers and some memby ne_ed some additional training. Mo ff 
52 ers in other categories of school st8 



have failed in performing their jobs because th . 
was not identified and provided far as . ~r need for training 
school managern~nt function. an indispensable part of 

In this section, a distinctio_n is made b . . 
development. Training is any learning a,,, '7@en training and 

· · h I er,e ce planned by th organisation to e P an employee to acquire basic skills r I e 
.efficient performance of the functions for which "g or 

I h d. . . . . ·, e 1s ,r . t in­ vo ves sue _,verse act1v1t1es as classroom lectures d ­ 
cons, on-hso coaching. j rotation. rote suss,';",""", 
discussion (Peterson and Tracy, 1979). Employees need to learn 
about their work environment and abouuheir specific job res _ 
ibili-®> Th ls d be ·pon­ s, ilities. 1ey a so nee to ecome familiar with the achoo! policies 

and procedures and learn how they themselves can fit into the 
work group, so as to contribute their individual quota to overall 
productivity. Changes in teaching equipment curriculum content 
methods of teaching and evaluation procedures require learning 
and therefore training. · · 

.Development on the other hand, concerns the activities under­ 
taken. to expose an employee to perform additional duties and 
assume positions of importance in the organisational hierarchy 
(Nwachukwu, 1988). If the job is structured so that the incumbent 
can expand its scope as he gains experience, then development is 
occurring. Development tends to apply to learning experience 
designed for high level employees (e.g. headmasters and inspec­ 
tors of schools) possibly of longer duration and with less structure 
than the usual training. Participative decision making at the level of 
school administrators and their assistants fall under development 
and not training per se. · . . . . 

All categories of school staff need training from time to time to 
improve their productivity and gain new insights in the profession. 
School managers need both training and development to keep 
abreast with current trends in school pedagogy, guidance and 
counselling and day-to-day supervision and management of 
schools Training and development are never-ending processes. 

• • • di iti: il administrators The school administrator and other elucationat • . 
have a role to play to make training and development a P~~on~ 
issue whir ie framework ot pray school.ref"""",,",5.,, 

The main objectives of training ate tq ~~;f :Up higher morale 
of employees, reduce turnover of staff, an r things being equal, a 
among the rank and file of.school ~taff. Othe f bei~g more efficient 
well trained teacher, for instance, is ca®',, who is trained has 
and effective than the untrained teacher. r e that he has control 
confidence in his ability to perform. He ®""",,,ate occsasional 
of his work environment and is equip@-, 4cgs, A trained staff 
d. . . nd inconvenient ·· • rsappointrnents, frustrations a :. irk which promotes his 
derives intrinsic satisfaction from hhts woegular training program- 

I . . ti is that ave re thi morale. Educational institutions,,, of belonging and something 
mes give their employees the feeling 
to look unto. · 53 



• • 1 helps in the co-ordination of men and material 
. Trammg 8. S? ro ramme, employees are taught the sch S, 

pumna he ®T "&es. rat raining reduces ,, 
expectabonsb tee·1sm and promotes goal congruency and Pstsr ' 
employee a sen' v [0- 

ductivity. . . 
a) Methods of Training · . 

The following are some of the methods of training usually 
d t d · the improvement of staff skills and competences. a ope in . b • • • 
i) On-the-job Training: On-the-jot training Is a never ending 
repsonsibility for most school administrators. It 1s necessary for 
new employees and important for all employees wherever there are 

1 substantial changes in methods, equipment and procedures. When 
employees change their job assignments, they need sbme on-the. 
job training. The goal of on-the-Job training is to ensure that the 
trainee learns to do the work correctly and forms the right work at­ 
titudes and habits. 

On the job training in schools should be conducted by ex­ 
perienced teachers and school administrators. It should be handled 
by those who not only know the job but also have the ability to 
pass along the knowledge. 
ii) Job Rotation - This is a training device that makes it 
necessary to move the trainee from one department or unit to 
another to master what goes on in that section. The essence of this 
programme is to broaden his experience in different jobs. Teachers 
in primary schools are often moved from one class to another to 
give them better mastery of the teaching of various forms of 
students. 
i) Role Playing - Is a technique of training where the trainee 
plays a part of a certain character or acts in an event. He is taught 
to do a job or make decisions the way he thinks his boss could have 
made it. Role playing is very exciting as it challenges the imagin@ 
tion of employees. Role playing promotes retention, and heightens 
!magmat1on and resourcefulness. 
iv) Sandwich Training Programmes- Many Colleges 
Education and Universities have mounted sandwich training pro· 
grammes especially for primary school teachers who want. to fur· 
ther their educational attainments. Such teachers often undergo 
""9 99rses either for the Associate Certificate in Educate 
h or the Nigerian Certificate in Education (NE) It is common to 
ear of NCE (Primar ·) d · · · her durin the h " ry) sandwich programmes which operate eit 

Educ~tio: at ohdays or during weekends and holidays. Colleges of 
such NCE r:gbor, Ekradolor, Warri and lkere-Ekiti have mount~ 
baden '3»,'',""®» On he other hand, universities of Beil 
tage of these sand:.~ourt run the ACE programmes. The advan· 
school teachers s ,"] Programmes is that they enable prim] 
while at ihe same ,''', "?g heir teaching qualifications and y"" 
of permanent emplo pe ormmg !l'IE!1r teaching jobs in therr Pa 1118 
enables them to kc,'{"J Besides, the sandwich pros®"5 

· eirjobsandearn seirs@l 



fees and maintain their families. 
v) Conferences, Seminars· and Workshop 

Conferences, Seminars and Workshops 8 . . . 
ground~ for school staff. Ministry of Educat,·on cTonsth1tuteAtrain1~g 

M h ti A I . , eachers ssocia­ ion (Mathen@tis \ssoclation of Nigeria and science Teachers 
Assoctatron o1ten organise workshops and seminars either on 
termly or yearly 'basis for the systematic training/development of 
their teachers. Seminar papers are often presented on t 

· h · curren trends in the various courses taught in the school. Topics as "Im­ 
provisation of teaching aids" and "Concept based techniques" 
have featured in some of the workshops. Conferences and 
workshops are effective training and development fora in that they 
create opportunity for teachers, educational administrators and 
students to identify problems· facing schools and the education 
sector with a view to Proffering feasible solution to the shared pro­ 
blems. 
bl · Evaluation of Training and Development Programmes 

All training programmes, meant for school staff are subject to 
continuous evaluation. The purpose of evaluation is to determine 
their effectiveness. A training programme is effective if it has 
achieved the objectives for which it was designed. 

Such evaluation calls for data collection from the 'beneficiaries 
of the programmes e.g. students. Information collected by 
teachers and other organisers of the programmes will assist the 
trainers to appraise themselves in terms of method and course con­ 
tent. · . . . 
· In fact the best and most objective way of evaluating a training 
programme is to . 

i) obtain an honest and unbiased assessment from the trainers. 
ii) determine if in fact learning occurred by administering tests 
oral or written. 

iii) determine if the school has benefited by. the programme 
through reduction in costs, better teaching skills, better 
students' results, reduced teacher turnover and overall in­ 
creased productivity. 

(4) SUPERVISION OF STAFF human activity In 
Supervision is an essential element of dev:~ organised are co­ 

schools. Activities which have been p:ann~ ' an carry them out In 
ordinated in such a way that school !",,,,, arrangement for 
terms of set objectives. Except t ?re •~ f the goals of teaching 
staff supervision in schools, the attainment 0 
and learning will be ~on-realistic. 11 efforts of designated Supervision as used here concer~~n 8 leadership to teachers 
school officials directed ~owardsl pr~~veient of instruction and 
and other school staff in the . mp, the stimulation of instruc­ 
related activities in the school. ItiC"[,,,jcpment of staft (Good, 
tion of the professional growth).]" ,bout improvement in the 
1959). It is the process of bnng ~g ns in the school. by working 
teachin ·nd other personnel tune O 115 



. idi: idi ls who are directly involved in the performance of . 
with in IVI ua 
tasks · f · · · · . . 

11 
the concept and funct1ens o1 supervision have 

h 
Hed1ston, cathye past supervision was used interchangeably with in- 

c ang • n · · · th it 
specion. At he'ime, supervisory activities '® ®""'®"®n and 

· · It was not until the past t ree eca es , 1a1 supervj. 
prescf,, ,% seen as a co-operative venture between the super 
sion egan . • 1 • • • - 
visor and the staff supervised. Traditional supervision in schools 
was characterised by random and haphazard visits by an expert 
(inspector) from outside the school, perhaps_ from the Ministry of 
Education. Such supervision was externally imposed and teacher 
centred. . : . 
· Unlike the traditional system, modern supervision is the rela- 
tionship between a super teacher or a superior s_chool official and 
an inexpeFienced teacher or non-teaching st_aff with the purpose of 
directing the subordinate school staff towards better teaching, 
and/or the execution of teaching-related school activities. Today 
inspection is used mainly to denote the overall assessment of a 
school to ensure that the rules and regulations as laid down in the 
educational law or Ministry of Education circulars are obeyed. Thus 
inspection is a device for quality control (NPE, 1981). While it is 
common to talk of school inspection, we refer to supervision of 
staff and even of instruction. Thus supervision is a more initimate, 
dynamic and clinical concept. It should be noted however that 
there is nothing specifically rigid about the distinction made bets 
ween supervision and inspection. They only designated different 
roles. A school administrator or professional Eduction Manager can 
play the role of either supervisor or inspector at one time or the 
other. Our focus here is on the role of school headteachers, ·senior 
teachers and other superior school officers as they supervise junior 
teachers and other categories of junior school staff. The purpose of 
staff supervision to ensure quality control through continuous 
supervision of teaching, and other teaching support acitivities of 
school personnel. 

Modern supervision is better planned, and it is co-operative 
and involves several people and has many functions. It is concern· 
ed with ensuring that the objectives of teaching, stud~nts welfare, 
professional development of staff are achieved 
a) Role of Supervisors · 

School administrators and other designated senior officers 
the school are expected to play the following supervisory roles IV 
enhance the personnel functions in schools. 

i) Visit the classrooms regularly to obs t :h ") T h d · serve teachers. 
11 eacl lemonstration lessons 
iii) Help teachers to develop teaching aids. 
iv) Encourage teachers to administer tests and process test 

scores on a continuous assessment b; • 
v) Help teachers to I asis. . 

-lli> OrQanise inducti: ect suitable textbooks for students. 
s8. courses for newly employedlilaff. an(i.en· 

.... 



courage staff to participate . . - ' 
f th t in seminars erences a are relevant to th . . . ~ workshops and 

si) Encourage non-profession, '["sciplines. '©On» 
school to undergo professionyaql ahfied teachers tQ go back t 
Ass. t t h • · course o 

viii) ist teac ers in the process f ·. . · 
students. 0 monitoring the progress of 

ix) Guide teachers and other staff . d . 
that are conducive to realising or,,' ''®loping the attitudes 

x) Help teachers with classroom orga~f1 s potential for growth. 
xi) Oversee teachers evaluation of pup·,is

sat
'
0
.n _a_nd management. 

j) Evalt ate-te :hes' +activities. xii va ua e ~ac ers efforts and relate with them. 
xiii! Hold meetings and conferences with staff · . 

with them and discuss ways of im rovin to_ excha~ge views 
non-teaching activities in.the schoot: 9 '"struc_t1onal and 

xiv) Encourage staff and students to generate fund internally from 
the school and use such to support school projects (N 1985). . s. waeze, 

bl Problems Facing Staff Supervision 
The following are some of the problems facing staff supervision in 
Nigerian schools. 
il School populations have increased tremendously in the face 

of relatively few qualified professionally trained school ad­ 
ministrators. Increased student enrolment means that in­ 
structional supervision has become more complex. 

ii) Some of the teachers do not still appreciate the role of super­ 
visors in schools. Some of-them often fail to do their work 
and therefore see supervisors as a threat. 

iii) Many school heads who now supervise their teachers, are not 
professionally trained. They should undertake appropriate 
training to equip them with the tools of superv1s~on.. . 

iv) There is a general lack of appreciation of the implication of 
staff supervision. Seminars and workshops should be 
organised to enlighten teachers and students on the role of 
modern supervision in staff and school improvement. 

c) Steps to improve Supervision :. ·tional improvement 
supervision 'can be a useful tool.for;""",,s are akan io 

and staff growth and developmet if the oliowIn 
Nigeria._ ant and other educational 

i) Effort should be made by 90""",,jsation of teaching in 
agencies to step up the prof""",, ,iii use teaching as a 
Nigeria. There are many peop~e by those with the training 
stop-gap. Teaching should be one 
and the will to teach pup1l_s. f Education should limit their 

ii) Inspectors from the Min15try O h I to see that they mee
t 

roles to overall inspection of s~ 00 supervision of teachers 
general standards. But day-tf d ~~ done by hea~ll)BSterS,. 
and non-teaching staff !", caching school officers. 
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iii) The discipline of teachers and other staff should first of all be 
the responsibility of school adminstrators and senior 
teachers. It is only where a staff becomes unruly that the 
headteacher can report to the superior officers in the 
Teaching Board. 

iv) School administrators should try to delegate authorities ,, 
regard to supervision of teachers competencies in teach,, 
class management, recording of class attendance by pupf, 
participation in sports and other extra-curricular activities 

v) The appointment of school headteachers should be such },, 
only those who possess the professional training, matun, 
experience, character, temperament and interest in super 
sion are given the opportunity to_ hfJad schools. If the right 
persons are appointed, motivated and given necessary en­ 
couragements and gadgets to operate, the role of supervision 
will be properly carried out and in no time the quality. of 
primary education staff and teaching will improve. 

STAFF PERFORMANCE EVALUATION 
The evaluation of primary school staff with regttrd to the jobs 

to which they are assigned, is a crucial quality control phase within 
the personnel function of schools. Staff performance evaluation ls 
a judgemental process which aims at appraising the performance 
of any school staff. (Barick and Baxter, 1986). This important per 
sonnel appraisal process systematically describes the job relevant 
strengths and weaknesses of school employees. 

A historical account of staff performance evaluation in 
Nigerian schools and related work organisations reveals that priOI 
to 1974, all school staff members were evaluated using the Con· 
fidential Reporting System of performance evaluation. An impor 
tant feature of Confidential Reporting System (CRS) is that the 
contents of the evaluation form is never formally disclosed to the 
staff appraised. Or this feature, hinge major weaknesses and 
strengths. On a positive note, however, the CRS inspires objectlvi· 
ty especially where the rater is firm, fair and competent in the art of 
performance rating. The disadvantage, however, lies in the fact 
that it permits employee victimization and it does not allow evalud 
tion feedback which offers suggestions for improvement on pas! performance. 

The hallmarks of the CRS, not withstanding, it was clear from 
the flurry of complaints tom appraisees at the beginning of th~ 
1970's that the CRS did more harm than good to the generali1Y0_ I 
public sector employees including school staff. After careful cone 
sideration of the complaints· by public sector employees, th 
Federal Government of Nigeria (FGN, 1974) decided to chan9' 
from the CRS to Open Reporting System (ORS) of perform@f? 
evaluation. Since 1974 when the Government approved the ORS 
evaluation, all public sector organizations including prim@ 
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schools. have adopted the open syst { . 

staff in Bendel State and other sr&,',,""of reporig. scnssn 
to see what performance rating was 

9
. gena now have the right 

officers. It is therefore the feedback :~~ ~o ~~em by their superior 
tion provides to those appraised that ic kt 15• system of evalua­ 
Despite the fact that government ,"" it an open report, 
ab sector organtzaions, not ae ,,"f? "; 9is io 
entirely open report. Even some schools operate ti op_erates an 

rth evaluation forms thatd ",g ~~en I and partly confidential. In this case the 
headteacher would only be prepared to show the appraisee part of 
the ratings given, the rest he will keep confidential and not allow 
any other person except the management staff to know about it. 
Perhaps the worst enemy to the 'ORS is the corrupt public officer, 
who out of insincerity would stop at nothing in giving other subor­ 
dinate staff a less than desirable rating. It is therefore the human 
perspective of the evaluation rating that makes evaluation results 
either objective or shady. In a recent study conducted by Yalokwu 
(1989) in Bendel State, he found that the system of operating the 
ORS in schools has created more problems than it has been able to 
solve over the years. Later, we will examine those problems facing 
personnel evaluation practices and suggest ways and mea~s of im­ 
proving on staff evaluation instruments as well as its administra­ 
tion. 
(a) Purpose of Staff Performance Evaluation: 

Staff performance evaluation is adopted in primary schools 
because of its benefits both to the school management and the 
staff appraised. , h ls the 

For the employer staff performance evaluat on e P 
:. fir :ting staff e g transfer, promo­ employer to make decisions a _ec m ·, ~earch and it helps 

tion, and so on. It provides cnterra for person~e es It creates im­ 
to predict future work potential of the employe · •· . · 
petus for staff training and developmenl. ,,, their strefldths ahl:1' 

For the staff it provides recognrtion . te the'1t abilitias,· their . , t apprec1a · · weaknesses and it enables them{°,,, needs. It also provides 
Potential for the future and their tram 1 accomplishments vis-a· 
them avenues to recognize their persona 
vis their colleagues. idards of Performance: 
(b) Methods of Evaluating St",,,, used to evaluate perfo; 

A wide range of techniques 0®,,,-gtional institutions. Eac 
mance standards of staff in vanous e tages as well as situations 
®noo nos is aoantaae 39,"",,"c,, isiiog", 
where it can best be utilised ,, no single method c t of 
use some menoas more ha9"";', % io he ms£"",,',, 
·n organisational need at ®,"""7,gs on tie W",",,,fr ioo 
the school system concer~e to the situation in whic 
that appears most appropriate1 ,jy adopted by 
th I · n usually · emse ves. d of evaluatio! sities ministries 

Generally the methods I colleges, unrver ' 59 
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of education and so on) include Graphic rating scale, critical inci­ 
dent method, essay appraisal, forced-choice rating technique 
behaviourally anchored rating scales, ranking method, field revie,, 
and work standard approach. 

Of these various approaches, the ones that have been adopteq 
for appraising primary school staff in Bendel State and some other 
states of Nigeria are graphic rating scale, critical incident method 
and essay approach. These three have been explained below. 
(i) GRAPHIC RATNG SCALE: 

The graphic rating scale assesses a person on the quality and 
quantity of his work. Usually an instrument for rating the standard 
of performance of each worker is designed by management in such 
a way that the actual rate of performance on each item of work is 
determined. A graphic rating scale can take the form of: 

Fig. 2: Graphic Ratig Scale: 

RATING SCALE 

ITEMS (1) (2) (3) (4) (5) 
l V.Poor Poor Satisfactory Good V.Good 

a. Punctuality 

b. Reliability under pressure 

c. Numerical Ability 

A look at the above Rating Scale reveals that Very Good which 
has 5 points represents the highest mark that can be scored for 
outstanding performance while Very Poor (1 point) represents the 
least mark that can be scored for unsatisfactory performance, The 
Graphic Rating Scale is useful for assessing a variety of personnel 
traits that influence personnel performance on the job. 
(ii) CRITICAL INCIDENT METHOD: 

The Critical incident method (CIM) has generated a great deal 
of interest in recent years. According to Flanagan (1954) the critical 
requirements of a job are those behaviours that make a crucial dif­ 
ference between doing a job effectively and doing it ineffectively. 
Critical incidents are reports by knowledgeable observers of things 
employees did that were especially effective or ineffective in ac 
complishing parts of their jobs. 
(iii) ESSAY APPRAISAL: 

In its simplest form, this evaluation technique asks raters to 
write essay, say a page/paragraph covering individual strengths, 
weaknesses, potential and the like. Essay System of evaluatiof! 
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however has its drawback, of variabilit in 1 
S
ince different essays touch different ays ength and content, 

l·t· · ipects of man' rf mance and qua itication. Essay ratings fror dif S pe or- 
usually combined or compared betore aas,,,,"® @es are 

bl f · f e ninal rating (c) Pro ems acmg per ormance evaluat·,o • h' · I d" nmsc ools· Emperical stu res conducted by Yalokwu (1989) d · . 
d b lk b ( 9 an an earlier 

work one Y ueno e 1980) reveal some staff 1 · · h evaluation pro­ 
blems common rn sc ools and related organizations in Bendel 
State and some parts of Nigeria. The problem include amongst 
others, the following: 
(i) Rater Errors- Sociometric errors such as leniency, central 
tendency and halo effect constitute a major problem hindering the 
smooth operation of staff evaluation. Lenient headmasters are 
known to be easy with teachers who do not perform their work 
well. Such headmasters often feel that if they rate their staff poorly 
it will reflect on their persons. Central tendency errors are often 
committed by headmasters who assign ratings that are neither very 
bad nor very good. They cluster ratings about the centre of the 
scale. Halo error is committed when a rater assigns ratings on the 
basis of global (good or bad} impression of the staff rated. 
(ii) Inadequate utilisation of evaluation results for 

personnel decisions: 
The general complaints from a cross-section of school 

teachers is that not all of them who have good ratings enjoy ap­ 
propriate promotion, advancement or training leave. The complaint 
goes further that some of the staff who often enjoy promotions do 
not belong to the group of staff that labour conscientiously and 
productively. This has raised doubts that some criteria other than 
high performance are used to evaluate staff. 
(iii) Inadequate feedback: Majority of the teachers depose? 
that their headmasters were not giving them feedback. on. their 
evaluation outcomes. The importance of post-ev_aluatron rnt:· 
views coupled with proper counselling of the appraises C®"? . · · and counse rng s ou 
overstressed. Post-evaluation interviews d Trumbo (1980 
not be denied the teachers for as Landy ",,on interviews 
asserted "infrequent and ineffective use of eva u d . bl" , . I t less than lesiral Ie . 
make outcomes of most appraisal SyS ems f the ratings by 
(iv) Ratings are trait-oriented: SO©,' ,ased on amount 
headteachers are trait-oriented and not S'],,,, (% personal traits 
and quality of work done. Emphasis is ofte g diligence and loyalty! 
of teachers (e.g. their physical burlt, hones"y, 
at the expense of actual performance. the overall purposes 
(v) Lack of proper understanding 0 

of staff evaluation: . . teachers and principals 
A considerable proportion of pracl°,,7,di¢ evaluation of 

do not know the overall objectives ®[,on is only a tool for 
I. f that evalU t teachers. There is a common be ,e most headmasters do no 

effecting promotion. Consequently, 
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make regular supervision of teachers' work seriously until the time 
for completion of evaluation form draws near. . 
(vi) Low frequency of Teacher Performance Evalu,at1on: It 
was observed that headteachers hardly evaluate teacher s perfor­ 
mance and keep records on a frequent basis e.g. day-to-day or 
week-by-week. Instead, they take the appra!sal of teachers as a 
once-in-a-year event. This is sad and very discouraging to many 
teachers. It is perhaps due to the poor result which this infrequent 
evaluation yields that teachers interviewed regarded the once-in-a­ 
year evaluation as an "annual ritual full of surprises". 
(vi) Staff Evaluation is dominated by Headmasters: The 
ratings of teachers performance is done by headmasters (or those 
delegated by them e.g. Assistant Headmasters). Teachers are not 
allowed to participate in rating of other teachers neither are they 
allowed to participate in staff evaluation policy making. It is 
perhaps due to the narrow scope of teacher appraisers that some 
teachers look down on the evaluation outcomes. For the larger the 
scope of the participants the more objective the evaluation tends to 
be. 
(d) Suggestions For Improvement 

The status of staff evaluation of primary schools has been ex­ 
amined within the overall framework of ORS of evaluation) adopted 
in public sector establishments in Nigeria. The problems facing 
evaluation practices in schools have also been identified. Since 
staff evaluation has not justified it's position as an instrument that 
can be used to foster staff effectiveness, it is only proper to sug­ 
gest some steps that could be taken to overcome the highlighted 
problems. Below are the suggestions for improvement. 

First, to r:'1!nim1se rater errors (as halo effect, central tendency 
and leniency in rating), increase the awareness of the overall pur­ 
pose of performance evaluation and improve post-appraisal feed­ 
back to teachers, special workshops and seminars should be 
organized for headmaste d h . . rs an teac ers at least once in a year. 
Su~\an educational forum will enlighten both the headteachers 
"","(€,'?";,,"2," ®re vonas no aachar ovates and so 
strument for pro,-,,]° S9tribute meaningfully to making an in» 

P
roductivity and de · 1 g school organisational success and teacher 

velopment. 
Second, to overcome th · outcome which often follo e inaccurate and unpopular evaluation 

headmasters should ss,,," e-in-a-year performance rating, 
curate records of critical incid heir staff regularly and keep ac 
formance. ents concerning teachers' daily per 

. Third, to make evaluation res I 
tive and fair to all concern d . ~ ts more comprehensive, objec 
teacher performance apprai e , ,~ is suggested that the scope of 
and fellow teachers. Accord~~rs to eO~roadened to include students 
by teachers and students t g I Kelley (1974) the criteria used 
. sj], to evaluate ;h simi ar and the criteria that t d e teacier effectiveness are s u ents use t h . . 62 at the beginning of th@ 



1 

emester to evaluate teacher effectiveness do not diff . . _ 
[ «om the ones used at the end of the semester,,,' ®9ificant­ . errn . iince the tegrity of some raters is now open to quest· 
int ild be ,, uon, appropriate weighting shoul e given to evaluation reports from n d 
nd fellow teachers. ea masters 

· a Fourth. to ensure that teachers take their app · 1 . ·" iraisals very 
seriously, those given the opportunity to rate teachers' perfor­ 
mance should be honest about the reports they make; in fact the 
reports should be such as can be easily defended during post­ 
evaluation interview. 

Fifth, the results of evaluation should be used by supervising 
authorities in the Ministry of Education to ensure that only teachers 
who qualify for promotion, or in-service training or salary adjust­ 
ment or advancement by virtue of the high scores they made in the 
evaluation report are given the opportunity to enjoy it. On the other 
hand. those who performed badly and therefore had low scores 
should by the same token be negatively reinforced e.g. through 
with-drawal of annual increment or reassignment to a less deman­ 
ding and less-consequential job. 

Sixth, to prevent a situation where the school administrator 
does not tie the teacher's behaviour to actual results achieved 
every principal should tie what teachers achieved (results) with 
how it is achieved (behaviour). Hence teacher traits (e.g. good 
physical built, vigilance, honesty) should not be invoked by 
headteachers as high-score factors, except they are tied to high 
performance on the part of the teacher concerned. 

Finally, to give teachers and principals a feeling of belonging, 
the Ministry of Education and the Teaching Service Board should 
incorporate school employees into the forum for teacher perfor­ 
mance evaluation policy formulation and perwd1c reviews. 1! is 
through this strategy that relevant evaluation data from the im­ 
mediate local environment of the appraisees can be generated and 

utilised for control purposes. 

CONCLUSION: . · or tant 
Staff management at the primary school level is an impur 

and complex task which top management and appropriate 99° 
m ,] St ff personnel policies ent authorities cannot afford to neg eel. a · 
Such : • d development, supervt c as recruitment selection training an e ' jf si ' ' . h · t ally all aspects o on and pedormance evaluation toucf virtu t It the 
"anagement. If any of these personnel processes ·]",,,%­ 
Whole school set op wiii e effected sooner ok"®S"",,,, o 
"·n@ erieciive admistvaono of staff. st """",, % onas 

· e success of anticipated services which e 'uca 
through h , tie schools. . f hobl administrauon 
a Staff management is a major function o, if management 
"° his tancton can be successfully e"",,ors, eachors 
andates the necessary climate for school a team in order to 
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achieve the objectives of promoting teaching and learning. Staff 
personnel function can be easily performed with the help of a per­ 
sonnel classification plan, that is, a scheme showing number of 
staff needed, areas of specialisation and required experience, if 
any. It is essential to note that the problem of staffing should be 
closely tied to a predetermined and planned staff recruitment and 
selection. Therefore the effectiveness of administration in perform­ 
ing its function and stimulating responsibilities depends on how 
successful the management has been in defining the duties and 
rights of all categories of staff be it junior or senior. It should be 
borne in mind that developing appropriate training and develop­ 
ment programmes as well as making provision for continuous 
supervision and objective el.(aluation of staff performance 
enhances administrative effectiveness and overall quality of staff 
services. 
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