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Introduction 
Secondary School Principals get the bulk of their school academic work done through subor- 

dinates, especially heads of subject departments and classroom teachers, who differ sometimes I j 
widely in their contributions, potentials and work habits. In the exercise of their control, 
developmental and motivational functions, these principals form impressions about the relative 
worth of each teacher from the point of view of the secondary school organisation. An important 
medium through which principals draw meaningful impressions about their teachers is perfor- 
mance appraisal. 
Performance appraisal as a concept has been given several definitions some of which are noted 

below. According to Casteter (1981), performance appraisal is a process of arriving at judgements 
about an individual past or present performance against the back-ground of his work environ­ 
ment. It is a system or method of seeking to achieve or improve an individual's performance which 
matches the results required by the organisation. Barick and Baxter (1986), have described perfor­ 
mance appraisal as a judgemental process that is evaluating the performance of another in­ 
dividual. It has also been defined as a system or method of seeking to achieve or improve an in­ 
dividual's performance which matches the results required by the organisation, (Sederlund, 1981). 
Writing on teacher appraisal, Yeager (1969), defined it, as a process in which value is set on perfor­ 
mance or woTth of performance estimated officially. It has also been conceptualised as a 
systematic review of an individual employee's performance on his job to evaluate the effectiveness 
or adequacy of his work (Rober, l 971). Whatever differences may lie in the above definitions, cer­ 
tain facts arc dear in all or them. First, performance appraisal is a judgemental process which is 
aimed at evaluating the performance of an employee. As a concept, it synonymous with perfor­ 
mance evaluation. It is a systematic description of the job-- relevant strengths and weaknesses of 
employees. In this study, teacher performance appraisal is used to mean the evaluation of a 
teacher's performance on the job to which he is assigned. It includes the evaluation of job and per­ 
sonal characteristics which influence the teacher s performance m terms of the appraisal factors 
which have been formulated for the school concerned, as well as the teacher's potential for 
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(Sisk, 1977). Teacher performance appraisal, as a leadership role, is performed by the principal 
who officially, must ensure that it is conducted as objectively as possible. However, leadership pro­ 
cess is dependent on the leader, the follower and situational elements of any organisation (Hersey 
and Blanchard, 1977). In any situation in the secondary school, teacher appraisal is said to be pro­ 
gressive when the principal assigns appropriate tasks to individual teachers, supervises their work 
and evaluates their performance against the background of the goals and objectives of the school. 

Several research reports have been written in the general field of employee performance ap­ 
praisal in work organisations and in the area of teacher, on teacher appraisal were directed to fin­ 
ding out the traits or qualities which make effective teachers. It was assumed that teachers are born 
and not made and as teachers in their own right, they had certain characteristics and traits which 
distinguish them from other categories of school personnel (Landers and Myers, 1977 and Aruayi, 
1985). Within a short time, several thousands of different traits possessed by successful teachers 
were identified (Barr, 1955 and Fafunwa, 1969). Teachers effectiveness were then rated mainly on 
the basis of the essential triats possessed, rather than on actual job performance. (Bernadin and 
Walter, 1977 and Ackerson, 1978). Ratings based on personal traits constitute the traditional ap­ 
praisal system and it is founded on the notion that employees having certain personal attributes are 
likely to fit better into certain organisations (Hall et al, 1970). Unfortunately, this traditional ap­ 
praisal system lacked so much in terms of objectivity and it was vigorously criticised (Cascio and 
Bernadin, 1981). In 1984, a review of about 124 studies related to trait concept revealed that there 
were no general traits which can be used as indices for the effective evaluation of a teacher or any 
leader for that matter (Sanford, 1952 and it Stogdill, 1948). The traditional system of appraisal an­ 
chored on trait concept had a number of draw backs. First, it gave room to subjective ratings 
bordering on halo effect and interpersonal relationship. Secondly, it gave room to employee victi­ 
mazation. If anything, the weakness of the traditional concept of performance gave rise to further 
research that provided promise of great significance. 
The idea that teachers, posses certain acquired traits was soon laid to rest by emphasis on the 

situational concept of leadership (Merton, 1969). A teacher's effectiveness depends not only on 
his personal traits but also on the students he is teaching and the environmental situation in which 
he finds himself. 
The most striking feature about most of these studies is that they have been conducted mainly in 

the developed countries. Studies on teacher performance in the developing countries are rather 
scanty. The present study, conducted in selected secondary schools in Bendel State of Nigeria is 
therefore significant since its findings can be compar.ed to those documented in developed coun­ 
tries. 

In Nigeria, the public is more concerned about the progress of secondary schools. The reason 
may be due to the fact that success at this level leads to brighter academic future (Arubayi, 1985). 
The teacher with a brilliant academic performance is usually looked upon as an effective teacher 
and leader. Effective teaching does not consist of competence in teaching of subject matter but 
also the ability to exhibit high intelligence, scholarship, language ability, resourcefulness and con­ 
fidence in handling activities relevant to the achievement of school organisational goals. 
(Nwankwo and Ohikhena, 1979). Effective teaching is often attributed amongst other things, to 
schools whose students perform well in both internal and public examinations as well as in extra 
curricular activities. The general elings of the public in Nigeria and particularly in Bendel State is 
that principals and teachers have become ineffective since the control of secondary schools was 
taken over by the government from individuals and voluntary agencies. Since the take over I many 
Nigerians have had the opportunity of becoming principals with the exit of their foreign mis­ 
. ary counter-parts. Complaints are that most of these principals are insufficiently skilled in the 
·, teacher appraisal (Onymunwa, I 987). They neither take critical incidents of teachers perfor­ 
ar 
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J. What are the probler < f Y_P0theses will direct the thrust of this investigation. 
Schools? ms acing teacher performance appraisal in Bendel State Secondary 

2. There is no significant relati hi teacher~. ions ip between appraisal problems perceived by urban and rural 

Methods and Materials 
The target population for this study consisted of all the 3,578 secondary school teachers 

distributed Ill l 09 Secondary Grammar Schools in Oredo, Orhionmon and Ovia Local Govern­ 
ment Areas (LGAs) of Bendel State of Nigeria, during the 1987/88 school year. It is pertinent to 
note that the three LGAs which form the study area also make up the Bendel Central Senatorial 
District- a geographical and culturally cohesive area with some of the well established secon­ 
dary schools in Bendel State. Of the 3,578 teachers, 2499 were distributed in 39 schools in Oredo 
LGA, 585 in 39 schools in Orhionmwon LGA and 494 in 31 schools in Ovia LGA. A stratified ran­ 
dom ~ample: of 716 teachers consisting of 500,117 and 99 teachers from Oredo, Orhiumwon and 
Ovia LGAs respectively was selected from the population. The teachers were selected from a total 
of 16 secondary schools made up of nine schools from Oredo, four schools from Orhionmwon and 
three schools fron Ovia LGAs. The stratification of sample used in this study can be seen mainly 
in terms of location and sex of teachers. Four hundred male teachers and three hundred and six­ 
teen female teachers were selected randomly from eight urban schools and eight rural schools. The 
sample accounted for about 14/% of the total secondary schools and about 25% of the total 
teachers present in the three LGAs in Bendel state during the said academic year. The sample size 
appeared very adequate since a minimum of lOOJo of the target population has been recommended, 
provided the sample size is not below 30 (ROSCOE, 1976). 
The questionnaire method was used to generate data on the appraisal problem perceived by 

teachers. The instrument titled Secondary School Teacher Appraisal Problem Questionnaire 
(SST APQ) v.,as developed by the investigator. The instrument was divided into two main sections. 
Section 'A' solicited demographic information which include sex, experience, location and 
number of teachers from the respondents. Only the results of the variables which dealt with sex 
and location or the subjects have been reported in this paper. Section 'B' of the SSTAPQ contain­ 
ed eight statements on appraisal problems, each having two response alternatives- YES/NO. 
The questionnaire was pilot tested to ensure its validity and reliability. To this end, the SSTAPQ 

was administered ro a pilot group which consisted of 60 teachers (from five schools) which were a; ·ncluded in the study sample. The suggestions, comments and remarks provided by the pilot 
', j\rs were incorporated to improve upon the content and construct of the questionnaire. Ex­ 
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The SSTAPQ which has been established to be appropriate and adequate in firmness and pur­ 
pose was administered personally by the investigator to the 716 randomly selected secondary 
school teachers. A total of 490 teachers completed the questionnaire. The number accounted for 
69% of the randomly selected teachers. Of the 490 teachers who completed the questionnaire, 270 
and 220 were males and females respectively. Two hundred and sixty eight teachers represented 
teachers located in urban areas while the other two hundred and twenty-two teachers were in rural 
areas. 

Result 
The responses provided by the teachers were quantified, analysed and summarised in Table 2 

below. The total number of teachers who responded were 80. 

CODE 
A 
B 

C 
D 
E 

F 

G 

H 

TABLE 1: 
Problems Facing Teacher Performance Appraisal 

PROBLEMS 
Ratings are often trait-oriented and not strictly based on teacher performance. 
Inadequate knowledge of the overall purpose of teacher performance appraisal by both 
teachers and principaJ. 
Appraisal results are often not used for personnel actions e.g. Promotion, demotion, etc. 
Inadequate appraisal feedback to teachers 
Inability of the school administrators to draw a comprehensive set of plans to initiate and 
monitor objective appraisal system. 
Psychometric errors such as leniency central tendency and halo effect hinder objectivity 
in teacher appraisal system, 
Performance appraisal result is not often based on day-to-day records of teacher perfor­ 
mance. 
Failure of teacher appraisers to link appraisal procedures to school unit purposes and 
position goals. 

TABLE 2: 
Number and Percentage of Teachers that Responded (Yes/No) to Statements 

Teachers' Responses 
on Appraisal Problems 

Appraisal Yes No Total Number 
Of 

Problems Number % Number % Respondents 
A 60 75 20 25 80 
B 56 70 24 30 80 
C 65 18.25 15 18.75 80 
D 64 80 16 20 80 
E 55 68.75 25 31.25 80 
F 66 82.5 14 17.5 80 
G 60 75 20 25 80 
H 64 80 16 20 80 

Total 490 76.56 150 23.44 

The result of the percentage analysis given in table 2 showed that of the 80 teachers 60 (75%) 
identified problem A, 56 (70%) accepted problem B, while 65 (81.25%) revealed problem c as 
important. The problem which was identified as least important was E (only 68.75%) while the 
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one that was reported b th . . Of all the bl . Y e majority and therefore perceived as most important was F (82.5%). 
least (1? .S~o~. ems n was E that attracted the highest negative response (31.25%) while F had the 

Further statisticaJ analy · h b . . . sis iave een done below using data on the positive responses of 
teachers. The analyses b d . . . . . were ·ase on the independent vanables of sex and location of teachers and 
also m t~SUng th~ hypotheses formulated in the foregone sections of the Chapter. Presented in Table 
3 below is the chi-square test of significance and relationship between appraisal problems perceiv­ 
ed by male and female teachers in secondary schools. The test of significance revealed a computed 
chi-square value of 0.54 at 0.05 level with 7 degrees of freedom. The chi-square value of 0.45 was 
below the critical value of 14.07 thus indicating non-significance. The hypothesis that there is no 
significant relationship between appraisal problems perceived by male and female teachers was 
therefore retained. 

TABLE 3: 
Test of Significant Relationship Between Appraisal Problems Perceived by Male and 

Female Teachers 
APPRAISAL PROBLEMS 

CHI C-Value 
Sex A B C D £ F G H Value 

0 34 32 27 36 29 36 32 24 
I Male E 33.1 30.9 25 35.3 30.3 36.4 31. l 35.3 

I 0 26 24 28 26 30 28 30 0.45 0.14 I 
female E 26.9 25.1 29.2 28.7 24.7 29.6 26.9 28.7 : 

C = Contingency coefficient 
0 = Observed frequency distribution 
E = Expected frequency distribution 
• == Non-significant at 0.05 level. 

The data in Table 4 below showed the Chi-square test of significance and relationship between 
the dependent variable (appraisal problems) and the independent variable (location of teachers) of 
secondary school teachers. The chi-square test revealed no significance since the chi-square value 
of 0.68 was below the critical value of 14.7 with 7 degrees of freedom. The hypothesis that there is 
no significant relationship between the appraisal problems perceived by urban and rural teachers 
was therefore retained. 
The test of relationship between appraisal problems perceived by teachers and the situation 

variable or loc:,1tion revealed a contingency coefficient of 0.17. This was an indication that no rela­ 
tionship existed between appraisal problems perceived by teachers and their location. 

TABLE 4: 
Test of Significant Relationship Between Appraisal problems perceived by Teachers located 

in Urban and Rural Secondary Schools: 
APPRAISAL PROBLEMS 

Location A B c D E F G H 

Urban 0 32 31 35 35 35 30 31 36 

E 12.8 30.6 36.6 35 30.1 36.1 32.8 35 

Rural 0 28 2s 30 29 25 28 29 28 

E 27.2 25.4 29.4 29 29.9 27.2 29 

Contingency coefficient 
C Observed frequency distribution 
0 = Expected frequency distribution 
E z± Non-significant at 0.05 level. 
• == 
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To test the relationship between the row (sex of teachers) and the column (appraisal problems of 
teachers) variables, the contingency coefficient statistic was used. The computed contingency 
index was 0.14 thus indicating a weak positive relationship between the dependent and indpendent 
variables. 

Discussion and Sugestions 
The results of this study show that majority of the secondary school teachers (7.56%) agree that 

the problems of teachers' performance appraisal listed in the foregoing sections of this chapter are 
real. In other words the findings suggest that until adequate steps are taken to solve the problems, 
our teacher appraisal practices in secondary schools will continue to be ineffective. Each of the 
problems have been discussed in detail below beginning with the problem ranked by teachers as 
most important and ending with the one adjudged to be the least significant. 

1. Rater Error: About 82.5% of the respondents indicated that socio-metric errors such as le­ 
niency, central tendency and halo error are major problems hindering the success of teacher per­ 
formance appraisals. Findings from the study suggest that rather, errors result mainly from some 
systematic bias on the part of the rater. Lenient principals, for instance are extremely easy with 
their ratings. Some of them tend to feel that if they rate any of their subordinates unfavourably, it 
will reflect poorly on their (raters) worthiness while others rate leniently in order to win promo­ 
tions for their teachers and indirectly increase their future control over, than by earning a reputa­ 
tion as superiors with influence at the higher quarters. Central tendency errors tend to manifest 
when political considerations make raters to assign all their subordinates ratings that are neither 
very bad or very good. They avoid using high or low extremes of rating scale and cluster all ratings 
about the centre of the scales. Every body falls within the average domain. A common error com­ 
mitted by most of our principals is halo error. This is often committed when a rater assigns ratings 
on the basis of global (good or bad) impression of the ratee. These findings tend to support Landy 
and Farr (1975), who indicated that despite heavy reliance on appraisal ratings, they are often con­ 
taminated by systematic errors as leniency, central tendency and halo effect. To over come or at 
least minimize the frequency of these errors, principals should be given adequate training on how 
to standardize their appraisal activities and improve the outcome or ratings. Workshops and con­ 
ferences should be organised by the Ministry of Education on strategies of conducting teacher per­ 
formance appraisals. 

2. Inadequate utilisation of appraisal results for personnel decisions. This is a crucial problem 
bordering on implementations of appraisal results for the purpose of executing annual promotion, 
advancement, demotion and the like. Results from data arialysis show that 81.25% of the 
respondents identified this problem as a major one which demands urgent solution. The general 
complaint from the teachers appear to be that over the years, majority of them had been given 
high ratings but unfortunately only a tiny proportion of them had enjoyed promotion, advance­ 
ment or training leave. Most of the teachers also complained that some of their colleagues who got 
relatively lower ratings were promoted before them a practice that is highly suspicious. To 
avoid double standard in the utilisation of appraisal results, teacher appraisers should be more 
firm and fair and take steps that will maximise the rewards for hardwork and punishment for in­ 
dolence. 

3. Inadequate appraisal feed back to teachers. No fewer than 80% of the respondents indicated 
that their principals were not giving them feedback on their appraisal outcomes. The importance 
of appraisal interviews coupled with proper counseJling of the appraisee cannot be over emphasis­ 
ed. Interviews help the one appraised to know his strengths and weaknesses, and take appropriate 
steps to correct them. Post-appraisal interviews and counselling should not be denied the teachers 
for as Landy and Trumbo (1980) asserted, infrequent and ineffective use of appraisal interviews 
make outcomes of most appraisal systems Jess than desirable. Besides, the open reporting system 
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to which teacher performance ap . 1 .. 
vehicle for improving perf orman~::a bpr~cttces are based has identified fee back as an essential 
wilstead and Taylor's '(1978) view ),,,° ""h, 1985). Our finding here is therefore, in line with 
a performance appraisal. Effective f aed~ ecttve feedback is an important factor in the success of 
follows evaluator's observatio e rack usually results from discussion and counselling that n. 
4.Failure to link appraisal procedures . . 

important set back in the teacher a r . to school's unit objectives and position goals: This is an 
Bendel state use a common fo PPraisal system in Bendel State. All the secondary schools in 
social and cultural difference, [,°' ®Ppraisal for rating teachers irrespective of the geographical, 
and national objectives of d een the various schools. Within the overall framework of state 
que social cultural a d secon ~ry scho_ol education, every secondary school by virtue of its uni- 
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d al h 
· · · eimme iate environment of the school. Findings from the 

stu!y reve t at many of the tea h · · . . . c ers were not sastified with the current teacher appraisal form 
which takes httle cognisance of then ct t t· · h · · · · · ee o a tam t e school unit objectives and position goals. For 
each school to be able to achieve the local and national objectives of its establishment attempts 
should be made by school administrators to develop an appraisal format which enhances the at­ 
tainment of school unit objectives and the overall national objectives of secondary education. 

5. Ratings are trait-oriented: It was found in this study that some of the ratings of principals are 
trait-onente? and not based on the amount and quality of work done. Emphasis is often given to 
personal traits of teachers (e.g. their physical built, honesty, integrity, diligence, loyalty, and so 
on), rather than their performance. Despite the great strikes made in the development of objec­ 
tive and sound appraisal mstruments many principals still follow the traditional system of rating 
individual teachers on the basis of their personal attributes -- majority which are neither quan­ 
tifiable nor directly related to high performance. It is important that before any school ad­ 
ministrator comes out with an appraisal result, he should ensure that proper records of the ap­ 
praisee's day-to-day performance had been kept. 
This tends to support the assertion that supervision and teacher appraisal are social transactions 

(Merton 1969). No matter the personality trait of the teacher, effective supervision and appraisal 
must involve some transactions between the principal and the teacher and at the appropriate situa­ 
tions. This finding is in disagreement with the belief that good and effective teachers are born. 

6. Performance appraisal results are often not based on day-to-day records. It was observed 
from this study that principals hardly kept day-to-day records of teacher's performance. This fin­ 
ding did come as a surprise because the majority of the principals have taken teacher performance 
appraisal as a once-in-a-year event. But this is a wrong notion. A possible panacea to this problem 
is the provision of an adequate forum where appraisers would be given adequate training on now 
to make periodic first-hand observations of individuals performing their assignments. It is hereby 
suggested that every principal as a matter of policy, should maintain accurate records of critical in­ 
cidents concerning each teacher under his jurisdiction. 

T. Inadequate knowledge of the purposes ot teacher performance appraisal: One of the startling 
revelations of this study is the fact that a considerable proportion of practising teachers and prm­ 
cipals do not know the overall objectives of periodic appraisal of teachers. There is a common 
beliet by the majority of the secondary school staff that performance appraisal is only a mere 
tool for effecting employee promotion. The result of this mistaken belief is that most principals do 
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8. Inability of the School Administrators to draw a Comprehensive set of plans to initiate and 
monitor objective appraisal system. Most of the School Administrators whose responsibility it is 
to make use of currently useful concepts and methods to influence the result which people achieve 
in the work they perform are often unable to do so due to the fact that they lack a comprehensive 
set of plans needed to initiate and monitor the appraisal system. It was found that secondary 
school principals are not given free hand to develop comprehensive appraisal systems for their 
schools. Notwithstanding the above problem, principals should strive to generate relevant ap­ 
praisal data from their immediate environment. With the co-operation of staff and students, they 
should be able to formulate policies that will enhance the attainment of objective appraisal 
systems. 
Another finding of this study is that the two independent variables of sex and location of the 

secondary school teachers have no effect on the appraisal problem perceived by the teachers. This 
goes to support Webber (1978), that although present appraisal practices fall short of expected 
standards, teacher appraisal practices and problems appear to be similar in different schools 
within the same educational system. The unique aspect of this study over similar ones in Nigeria is 
that, this investigation was able to test the effect of personality (sex) and situational variable (loca­ 
tion urban/rural) on the appraisal problems perceived by teachers. From the analysis, there is no 
significant relationship between these variables and appraisal problems in secondary schools. This 
implies that the majority of the teacher performance appraisal set-backs identified, cut across 
geographical boundaries and personalities of the teachers. This however, does not mean that there 
are no appraisal problems which are peculiar· to certain schools, rather it appears that such pro­ 
blems are not entirely unrelated to those of the entire secondary school system in the state and 
country. This study was carried out in 16 Secondary schools located in three local Government 
Areas in Bendel State and its findings may not give a total picture of teacher appraisal problems in 
all the Secondary Schools in Nigeria. Consequently, further research on the complex issue of 
teacher appraisal problems in secondary schools is called for not only in other parts of Bendel 
State but also in different parts of Nigeria in order to provide a more comprehensive and enduring 
answers to the problems. 
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