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Foreword
AVARIETY of proposals exists for the improvement of

the teacher salary structure so that the schools can
compete more realistically for new staff and can encourage
and reward. the /growth of the existing staff. The need to
elevate the maximum salaries to which teachers may aspire
is frequently basic to such proposals. The desirability of
recogniiing superior teaching performance on a differential
salary basis is also cited. One proposal, which is periodically
offered as a resolution to these concerns, is the adoption of a
merit salary policy for teachers.

This bulletin is an examination of the practices and
procedtkres for the administration of a merit salary policy
as part of the teacher compensation program. It analyzes
the procedures for the implementation of a merit salary
policy in six school districts which are .prominent examples
in this field. In addition, it touches upon a few basic points
on which some agreement and conflict are apparent. The
advisa-bilit3r of a merit salary policy is a rather controversial
question, and this report is presented only. as a description
of the six programs. It concentrates on the administrative
features' and refrains from value judgments relating to
policies among the six as well as with respect to the pros and
cons, of merit rating.

The Office.of Education wishes to extend its siwere appre-
ciation to the school systems and their supeiintendentff who
cooperited in the preparation of this bulletin.

ERIC R, BABER, A88/Stailt Commissioner,
I Division of Elementary and Secondary Mutation.

FRED F. BEACH, Director,
Adminiidration of State and Local School Systems.
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Chapter I
Introduction

THE SCHOOLS of the Nation face many problems which are a
direct result of the lack of sufficient financial resources available

to those schools. Theie problems would include adequate instruc-
tional material, buildings, and staff. For those affecting the staff,
teacher compensation is of major concern.

Beyond the critical issue of :the appropriate means- through 'which.
sufficient funds to support salaries might be established, there is also
the issue of the policies through which these funds should be distributed
for the compensation of teaching services. Currently, the most
common method of administering a teacher compensation program is
through the use of a single salary schedule which differentiates
salaries only on the bases of years of experience and level of training.
Other factors for differentiation which are presently being utilized
include sex; dependents, test scores, extra assignments, and promotion
to positions involving additional responsibilities.

There are at least three other bases for differentiation which receive
some attention. First, there is the suggestion that the salary schedule
for teachers should reflect the current imbalance of supply and demand
in particular areas of college study. Physics and mathematics
teachers, for example, are not available at current salary rates to
meet the demand in our secondary schools. Hence, it is argued there
should be a salary differential which enables the schools to compete
with other employing groups for the most capable college graduates
in those fields.

The second proposal is to provide greater differentiation of assign-
ments within the teaching staff. With such a differentiation--e.g.,
team teachers, teaching aidesthere can be provided position speci-
fications which establish different degrees of responsibility and,
hence, a differentiated salary on the basis of the level of responsibility.
The use of an extended contract to provide compensation for profes-
sional activities conducted during the summer, such as teaching or
curriculum development, is another example of such additional salary
for additional responsibilities.

But over and above these practices and proposals, one of the most
publicized issues in salary policy development is that of differentiating

. 1



2 MERIT SALARY PROGRAMS

salaries on 'the basis of differentiated levels. of teaching effectiveness,with that effectiveness to be defined through an evaluation of theteacher's level of performance with respect to certain locally estab-lished criteria. This is the definition of a merit salary program used
throughout the remainder of this publication.

Purpose of This Bulletin

A good deal of interest currently exists in the merit salary programsfor teachers. This interest is not at all confined to those indivichtals---the teachersso directly affected by such salary policies. A numberof statements on merit programs have appeared recently in currentliterature which have contributed to the discussions by the lay citizenas well as the.professional educator.
The Office of Education receives a large number of requests for

information on salary programs for teachers. This is a result.of thenational interest in improving the quality of education throughsalary programs for teachers. The Office of Education has little
material available through which requests concerning merit programscan be satisfied. It is the purpose of this bulletin to provide a ready
reference for those individuals who are interested in the policies and
proceduies which describe a few selected merit programs as they arenow operating.

Six school systems,1 each receiving a high degree of national atten-tion on their existing merit programs, have cooperated in this endeavor.These districts have been queried as to the types of requests for infor-mation which they receive. The material which follows attempts to
answer the more common questions which are raised and to provideat least a minimal understanding of the policies and regulations under
which current plans are administered. The absence of such a state-ment as this has apparently forced many groups to become involved
in the pros and cons of the desirability of a merit program, withlittle understanding of the actual practices within merit programs orof the controversies and agreements existing within and among suchplans as they actually operate.

Finally, it must be emphasized that it is not the purpose of this
bulletin to enter the merit vs. nonmerit controversy over salary
policies. The analysis is purely internal, within school merit pro-grams which are now in operation.

I Canton, Conn.; Ladue, Mo.; Rich Township High School, Park Foiest, M.; Summit, NJ.; WeberSchool District, Ogden Utah; and We Hartford, Conn.



Some Definitions

INTRODUCTION 3

It is assumed that many of the readers of this publication are not
familiar with the terminology commonlyiitilized to describe proce-
dures for the development and administration of teachers' salary
schedules. Also, a few such expressions are unique to merit schedules.
For these two reasons, the following definitions, not necessarily
standard but applying to this text, are given

Merit salary program.A procedure for differentiating salaries on the basis
of demonstrated performance between two or more teachers with similar
instructional assignments. Thus, a salary differential paid to a depart-
mental chairman or to team teaching leaders is not considered, within these
districts, to be a part of a merit salary program. Persons receiving such a
differential in salary would be selected for the assignment on the basis of an
appraisal, but the additional pay, would be for the performance of additional
duties. A salary differential baled upon a performance appraisal between
two third-grade teachers, for example, with similar experience and education
would be considered as a merit salary. The merit program consists of two
basic partsthe evaluation or rating and the merit award or salary based
upon that rating.
Single salary schedule.The structure through which salary policies are
currently administered in the vast majority of the school districts of the
Nation. It is based upon two elementsexperience and preparation. It
does not distinguish on the bases of grade levels or subjects taught, marital
status or number of dependents, or sex: Typically, there will be a specified
number of years in which the maximum salary can be attained, and there
will be one or more classifications or columns which recognize the earning
of additional degrees or hours of course work.
Basic salary schedule.A district with a merit salary program may administer
two separate schedules. The first is the basic and generally single salary
schedule. The second is the schedule which provides for the merit awards.
Several of the six districts discussed here have only one and hence a basic
schedule. Within the text, the basic schedule refers to the single salary
schedule for the teachers not recieiving merit awards.
Minimum beginning salary.The minimum starting salary for a teacher
new to the district, with a bachelor's degree, but no previous teaching ex-
perience.
Maximum salary attainable.The highest salary which the teacher can attain
in the district without being assigned additional duties. A degree above
a bchelor's may or may not be a prerequisite.
Minimum years to maximum.The shortest possible time span in which a
beginning teacher with a bachelor's degree only can advance to the maximum
salary attainable.
Recognition of advanced degree. The attainment of an automatic salary
award on the )asis of an earned advanced degree. This may be in the form
of an additio&l column on the schedule providing for a highe:k salary and/or
it may result in a provision permitting a higher maximum through an addi-
tional number of steps on the schedule.

667119-611-r--2



4 MERIT SALARY PROGRAMS
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Salary sdiedule steps.Normally, each step is 1 year on the movement from
the minimum to the maximum salaries. However, there may also be accel-
eration in which multiple steps are attained in 1 year.
Increments.Each step is assumed to have a monetary value approximating
an annual raise exclinive of any general elevation -of the salary schedule.
This is true of the single salary schedule. It may or may not be true of the
merit schedules described here. Within these schedides, the increment may
vary from year to year or between different classificatiops of merit teachers.

A numerical rating.The result of a procedure which reduces the formal and
informal evaluation processes to an arithmetical score and from which the
amount of the merit increment is determined.
Voluntary participation.--A provision by which teacheis are evaluated for
the merit salary program only with their prior consent. This does not,
of course, apply to the standard staff evaluation program. Only one district
in the six studied has such a provision.
A quota on merit awards.A limitation on the number of teachers who can
be receiving a merit award at any one time. The standards of "superior"
or "competent" are based solely upon the district norms and do not relate
these standards to any national, professional, or other north.
The limits of the teaching role.The evaluation program may be limited to the
classroom, or it may be expanded to include the teacher's responsibilities and
contributions to his school, district, community, profession, and the Nation. I--

The evaluator.The individual(s) maintainini,the reponpibility for the
preparation of statements describing the peiformance level of .the teachin
staff for the purpose of salary determination. This responsibility need no
necessarily, but ordinarily would, include any remedjal or developmen
work with the teacher. Within this text, the primary evaluator is, with ode
exception, the teacher's principal.
Clasinfication of performance levels.Within this text, the variations in
formance levels as determined by the evaluation of the staff are determinants
of the annual salary which the staff members receive. These performance
levels might be considered correlative with s ch descriptive phrases as supe-
rior, competent, and outstanding. Since t of the six districts do not use
the term "merit" to describe their programme a merit vs. nonmerit classifica-
tion would be misleading. However, within he chapter on salary programs,
performance levels are Classified according to cement on the salary schedule.

Find evaluation conference. The conference\ between the teacher and the
principal at which time the final appraisal which determines the salary is
developed and/or reported to the teacher. 'his should not be confused
with the periodic formal or informal principal-teacher conferences which
take place throughout the year.
The ihfrit awardalso merit increment. Generally, the merit award refers

nnual increase in salary beyond that Which is received by those
teat on the basic salary schedule or the nonicteritoriouss teacher. How-
ever, e award may also be in the form of acceleration upward on the
ached e (2 or-more steps in 1 year), or it may 6.3 in the form of supermaxi-
mum, step or more beyond that attainable on the basic schedule. (The
withho 'ng of the annual increment is, in a sense, a form of a merit schedule.)

Raging ocedure.Examination of the procedures utilized in the six selected
tams will reveal two rather contrasting approaches to the evaluation

pr e is to place great emphasis upon the development of specific,
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detailed, evaluative criteria which may be'checked or rated and then weighted
in the summation of a final numerical score. The other is to rely almost
entirely upon descriptive statements of the evaluator and evaluatee--state-
ments which are based upon some prescribed criteria but which are narrative
in nature rather than statistical and which do not produce a final numerical
rating.

It would be inappropriate to use the terms "objective" and "subjective"
to contrast these two approach A subjective evaluation is, by definition,
inclusive of personal bias. ",objective one is, by definition; impersonal
and unprejudiced. Each of these six districts would accept the apparent
fact that a degree of subjectivity must exist within their evaluation proce-
dures, regardless of the degree of specificity of criteria. Evh would alto
stress the effort to be as unprejudiced and consistent as possible, regardless
of the absence of measurable data upon which the evaluation might be based.

The evident contrast between the two evaluation approaches might be
stated. as one of "quantification" rather than subjectivity or objectivity.
Within this text, then, quantification is used to describe the extent to which
an arithmetical score Is compiled? weighted, and summed as an indication
of the performance level of the teacher.

Six School Districts Studied

A brief description is given here of each of the six school systems
having a salary policy which recognizes competency on the basis of
an evaluation of past performance. and whose merit programs are
studied. The superintendents, or their representatives, met twice in
the spring of 1962. The Office of-fducationVias invited to have arep--
resentative attend each of these nieetings. At the conclusion of .the
second meeting, these six districtsAgreedrto cooperate in the prepare,-
lion of this publication. Their peration was defined as (1) theo
provision of the necessary inform tional material for the compilation
of a statement, and (2) a review f the data in regard to omissions,
additions, and corrections of factual statements relating to each indi-
vidual dchool district's merit programs. The six school systems include:

Canton, Conn.The Canton schools are located at Collinsville, a Hartford
suburb. The enrollment Is approximately 1,200 with an instructional stall
of 55. The present salary policy has betn in effect since 1957.
Ladue, Mo.Ladue is a St. Louis subur . The enrollment Is approximately
5,000, with an instituctional staff of 300.. The present salary policy has been
in effect since 1954.
Rich Township High School, Park Forest, Ill.Park Forest is a Chicago
suburb. Rich Township High School is a separate high school district,
grades 9-12, with an enrollment of approximately 2,300 and an instructional
staff of 125. The present salary policy has been in effect since 1953.
Summit, N.J.Summit Iva exibusbin community west of Newark. The
enrollment is approximately 4,200 with an instructional staff of 240. The
present salary policy has been in effect since 1959. (An infqrmal procedure
dates as far back as 1937.)
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Weber School District, Utah.Weber is a, county district surrounding the city
of Ogden. The enrollment is approximately 14,000, with an instructional
staff of 560. The present salary policy has been in effect since 1958.
West Hartford, Conn.West Hartford is a suburban district. The enroll-
ment is approximately 12,500, with an instructional staff of 700. A merit
salary policy has been in effect since 1953. The current program, however,
was initiated in 1960.

Organization of the Bulletin

The six merit programs are presented through an analysis of three
major topics. First,attention is given to the goals of the salary pro-
rtsam. Second, the salary schedule itself is examined, including the
provisions for the merit awards as well as the basic salary schedule.
Third, the evaluation, procedure through which the merit award is
determined is discussed. In addition, one chapter is devoted to ex-
tracts or examples of material and forms currently utilized within
these six districts.

The major portion of the material is, of course, a collection of direct
statements from pamphlets and regulations prepared for use within
each of the six districts. The reliance upon such a source has resulted
in a highly mechanical approach to staff personnel administration.
therefore, the description of the evaluation procedures in impersonal'
terms should be viewed in light of the source of the informationthe
printed materialswhich are in themselves impersonal. The salary
schedules listed are for the 1962-63 school year.



Chapter II
Some Major Considerations

MUCH OF THE MATERIAL in the chapters to follow describes
the six merit programs in such a way as to point up differences

in policy and regulations. It should be emphasized, however, that
above and beyond these obvious differences, some of which are of
fundamental importance, there is one major area of agreementtthe
commitment, in each of the six districts, to a salary policy which at-
tempts to differentiate salary on the basis of superior performancea
search and a subsequent reward for meritorious service. Subsidiary
to this commitment is the belief that only through a merit salary pro-
gram is it possible for a school to .offer the type of maximum salaries
which can place the school in a defensible competitive position for
the selection and retention of highly qualified college graduates.

Within the areas of major salary policy disagreement, as evidenced
within the selected systems, there are two of critical importance. The
first is the purpose of the merit salary program. Although this is a,
or rather the, basic question facing all salary policies, including those
of nonmecit as well as merit districts, the policies as stated within
these six districts establishing the goal of the merit program are of
particular significance.

The second major concern is more (cf an internal question within
districts operating merit programs. This question is one of the feasi-
bility as well as the desirability of attempting to define teaching effec-
tiveness in rather specific statistical terms. This attempt to quantify
the evaluative criteria underlies the vital issue of measurement versus
evaltation.

There are several issues of importance which also need some exami-
nation but which are of lesser concern than these two. These include
the definition of the limits of the teaching role which are to be evalu-
ated for merit-rating purposes. The use of a single column schedule,
n:.:ating the importance of an advanced degree, is another example.
These, and a few other such issues, are examined in this chapter.

Purpose of the Merit Salary Program

The purpose for which each of these six districts main4ins a merit
program has been ascertained only through examination of the written

r-
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statements available from each of the districts. The most obvious
purpose, of course, is to replace or supplement a single automhtie
salary schedule policy which has been deemed, by the particular dis-
trict, to be unsatisfactory for the needs of that district. This purpose
also applies, in an inverse sense, to other schools which have abandoned
merit programs for a single salary schedule. However, within these
six districts the goaLs..are examined in a positive sense of addition rather
than negation.

It is appropriate to emphasize again the distinction between the
merit salary and the evaluation through which the merit salary is
established, the merit rating., The need for this emphasis is apparent
as one attempts to differentiate the goals of a merit salary program
which are unique from those of a single salary schedule. For example,
"An orderly plan for the compensation of teaching services" is not
unique to a merit program. The payment of salaries "commensurate
with performance" is a goal which may be considered unique. Yet,
these two goals are both listed within the objectives of a merit program
in the same district.

Within these six districts, the stated goals of the merit programs
tend to fall within three classifications. The firstindividual initia-
tivewould relate the existence of a merit program with the preserva-
tion and growth of an economic sys
ing that salary recognition of perform
way of life. The second stresses the
jective. The third relates the goal to
of superior teachers.

m in a democratic society, hold-
ce is an axiom of the American
structional improvement ob-

recruitment and retention

Individual Initiative

The term "individual initiative" is used to include a variety of
goals, or principles, upon which merit programs may be justified.
One such goal would be the importance of paying individuals on the
basis of their contribution to society. Such a justification is difficult
to accept as a principle because of the practical matter of determina-
tion of the value of the contribution, not only for teachers but for
all individuals. It is more justifiable to consider a wider concept of
compensation for services rendered which stresses the traditional
American principle of individual initiative, with freedom of the
individual to pursue his livelihood, restrained only by the laws and
moral codes of his society, and with a reward system which does not
negate the importance of that initiative and freedom.

Only one of the six districts has included this factor of individual
initiative with the written material describing the goals of its merit
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program. Ladue has done this by defining the purposes of American
education rather than the purposes of the merit program. The
Ladue statement notes that a goal of American education is the
promotion of democracy as a "way of life" and a plan of government.
This plan has certain delineated political, social, economic, and
moral aspects.

Since the economic aspect is significant for the salary program,
with the emphasis upon a'competitive economic system which rewards
and encourages individual initiative, the position is that a single
salary schedule stifles such initiative, slows the pursuit of excellence,
and encourages the transfer of personal responsibility from the
individual to the State.

Although this position is related to the frequently stated principle
of equating merit salary plans with a pure free enterprise system,
such a relationship is not basic to the Ladue statement. If teachers'
compensation programs were to be conceived in terms of a free
enterprise philosophy, it could logically result only in an individual
bargaining arrangement between the teacher and the board of educa-
tion or, in the absurd extension, between the teacher and each indi-
vidual parent, as Lieberman' has pointed out.

The Ladue position would deny any such goal of individual bar-
gaining for salaries. Instead, it argues that (1) teachers are not
unique in their desire for recognition of superior performance; (2)
teachers are no less motivated by the economic reward as a form of
recognition than individuals in other occupations; and (3) a basic
principle of American society is to encourage such superior perform-
ance through the absence of any governmental restraints. Thus,
this position would ultimately rest upon the belief that a merit
salary plan is consistent with the economic system of this Nation
and that it is difficult for our youth to accept this principle if their
instructors are, through their daily existence, denying its vitality,
just as it is difficult for the instructors to teach effectively about an
economic system to which they are not a contributor nor a recipient
of its strength.

Ladue would not, of course, deny that the instructional program
would be improved through a sound merit program. Certainly
better teachers may be recruited and..retained in the classroom.
However, Ladue would argue that these factors are extraneous in
the more basic position and, hence, can ignore any "burden of proof"
question. They are considered extraneous to the goal of providing
an absence of governmental restraint on the individual's personal
aspirations and ability. The automatic single salary schedule is
viewed as providing both a governmental and a moral restraint.

1 Myron Lieberman, Education as a Probation, Englewood Cliffs, NJ., Prentice-Hall, 1966. p. 402.
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This position may be criticized in its su:1:.:tion that the teachers
must, in their daily existence, provide mo the types of citizens
who are being developed as a goal of the in ctional program. If,jor example, this model is important in the economic sphere, is it not
also important in other areas of our society? Ladue would answer
in the affirmative, that the teacher is expected to be such a model.
Teaching is' accomplished through practice as well as precept. This
is apparent in an examination of criteria developed for the description'
of the "superior teacher." There is considerable emphasis upon the
teacher's moral, social, and political responsibility and behavior within
the school as well as within the community. This responsibility must
include the freedom necessary to exercise it.

Improvement of Instruction

Since the improvement of instruction is an objective of all evalua-
tion programs, regardless of the salary proposal, it is difficult to make
a one-to-one rehitionship between evaluation and merit salaries. Like
many purposes for which school funds are expended, the improvement
of instruction is aworthy goal. The difficulty in assigning instruc-
tional improvement as a unique goal of a merit salary program is that
the existence of evaluation programs, of inservice training, of sound
personnel practices, or even the entire area of curriculum development
is indispensable to the nonmerit as well as the merit schedule. In
addition, to use instructional improvement as a salary goal would
logically imply that the salary differential was the significant factor
and that the amount of the differential was of lesser importance, orthat the same result could not be obtained through a differential
based upon a differentiated assignment. Lastly, such a goal over-
looks the alternatives through which a similar expenditure of funds
might be utilized for the improvement of instruction. Thus, a 10
percent merit increment must be weighed against, say, a 10 percent
reduction in class size. Since such a reduction in class size, or the
installation of air conditioning, or floor carpetingall have instruc-
tional improvement as a goalfunds utilized for merit programs
must be evaluated against such other expenditures.

The foregoing statements on the attempt to justify merit salary
programs on the basis of a unique contribution to instructional im-
provement are made only to point up the need for a careful distinction
between merit pay and the evaluation, or merit-rating, procedure
through which the salary differentiation is determined. They-do not
deny the instructional improvement goalit is simply ignored.
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However, to ignore the issue is not to suggest that a position for a
unique relationship between merit salaries and improvement of
instruction cannot be stated. This position, as evident in most exist-
ing merit programs, assumes a strong relationship between motivation
and monetary reward. For, with few exceptions, merit salaries
become part of the teacher salary policy with a view toward improving
the performance of the staff members. Certainly, a corollary goal is
the recognition of past, superior performance. But the emphasis is upon
a stimulus toward future excellence. The monetary award is only,
one segment of the total reward system. That it is, however, a
significant factor is well accepted, and within the monetary reward
program, most proponents of merit salary programs would argue that
the differential salary, based upon an evaluation of performance, is
also a significant factor.

If this incentive is assumed, then it becomes possible to argue the
uniqueness of a merit salary program in terms of staff evaluation,
supervisory, and developmental programs. That such programs may
and do exist apart from a merit schedule can be granted. However,
through acceptance of the validity of the assumption that such a
salary-motivation relationship exists, it is then possible to assume a
relationship between the differential and better staff evalutition,
supervisory, and developmental programs.

Thus, the uniqueness of a merit salary program as being contribu-
tory to the improvement of instruction is based upon the principle of
salary differentiation as well as in the amount of the differential.
Not only is the teacher motivated toward more effective teaching
practices and toward stronger personal and professional growth
programs, but also the evaluator performs at a higher level of appraisal
as well as leadership. No denial is made of the importance of non-
monetary rewards toward motivation, since this is apparent in non-
merit schedule districts. Instead, the differential is viewed as one
additional incentive, provision for which can be found only in a
merit salary policy.

This, then, becomes the alleged unique characteristic of a merit
salary program as related to a positive ,change in the quality of the
instructional program. Whether it is 'indeed unique depends upon
one's acceptance of the validity of the assumption as to the motivation
and salary differentiation for individuals in.nonprofit-making organiza-
tions. Yet, as suggested above, to deny its validity need not neces-
sarily indicate a commitment in opposition to a merit salary policy.
Its value may be sought in other goals.

667119---63-8
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12 MERIT SALARY PROGRAMS

Recruitment and Retention of Superior Teachers

Although many factors other than salary enter into a teacher's
decision to seek employment in one rather than another school district,
certainly the salary minimums and maximums are iwportant. There-
fore, if a district is able to elevate these salaries to a degree not possible
under a 'single salary schedule, it should increase its attractiveness
to the superior teacher seeking a position. This is particularly trueif (a) the merit principle applies to the recruitment period; (b) the
amount ,of the salary differential eipr superior service is significant;
and (c) the time interval between the minimum and maximum salaries
can be significantly reduced. Thus, the merit salary program may
have implications for the selection process through which a high
quality staff is procured.

A merit program is also advocated as a positive step toward the
retention of a superior staff. At the present time, upward salary
movement for classroom teachers is basically one bf geographical
mobility. Higher maximums for sbperior service can frequently be
obtained only by changing school districts, either within or between
States. If a provision for selective treatment of these maximums
exists, then this turnover factor for the superior teacher might be
reduced.

Next, the use of a merit salary program is advocated by these
districts as a means of retaining superior teachers in the classroom,
rather than using an administrative assignment as the sole means of
increasing the annual salary. (This assumes, of course, that adminis-
trative positions are sought solely because of the financial gain asso-
ciated with such an assignment.) Although theoretically this
particular goal might be accomplished by a reduction in the differ-
ential between administrative and teaching positions as establishedon a single salary schedule, such a procedure would contradict the
basic goal which is sought in a merit program reward for superior
performance on a selective basis.

The opposing view to the importance of a merit program to recruit-
ment and retention of superior staff does not negate the need to provide
for a salary differential for superior service. However, it is stated thatthis differential should be on the basis of differentiated assignmentsrather than upon a merit award. Thus, the teachers who have been
identified as providing particularly effective teaching services may
receive additional salary for additional services. These would include
activities as a department chairman, a team teacher, summer assign-
ments in teaching or curriculum development, or released Class dutiesfor individual study or research. The importance of a strong evalua-
tion program is not minimized.. However, the emphsais is upon the
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reward for additional responsibility rather than upon the determina-
tion of more effective services in a given responsibility.

Degree of Objectivity Sought in the Evaluation Procedure

The extent to which subjective evaluations are used in the deter-
mination of teaching eirtiveness is a critical issue in the question of
merit vs. nonmerit salary programs. The position of the National
Education Association, for example, is that the "use of subjective
methods of evaluating professional performance for the purpose of
setting salaries has a deletetious effect on the educational process.
Plans which require such subjective judgments (commonly known as
merit ratings) should be avoided." Other portions of the resolution
call for continued research and experimentaiion to develop objective
means of evaluation of performance. Not unassociated with the sub-
jective vs. objective issue is the apparent concern within these six
districts over the need to attempt a quantification of the evaluative
criteria as well as their application in the evaluation process.. This
concern can be illustrated by the following two quotations from
statements prepared by Ladue and Weber.

The Ladue statement is:
A questionnaire has revealed some concern that the evaluation procedure

is too subjective. The committee working on the original program, after
condlderation of other merit plans, recognized that effective teaching cannot
be reduced to objective data. Effective teaching is not only a skill but also
an art. Any Judgment of teaching or behavior must be determined in terms
of the values held by the person making the judgmenthence, ita subjectivity.

Opp': :1 to this is the Weber statement:
itlist as we are confident that we have described distinguished teaching

service in the foregoing pages, we are also convinced that we can objectively
measure distinguished teaching performance both in and out of the classroom.

The appraisal policies as implemented within these two districts
reflect, of course, the above two quotations. Ladue develops criteria
for the description of effective teaching behavior in Ladue. The pre-
sentation of evidence of teaching effectiveness is, however, in a narra-
tive form, including both a recommendation for placement on the
salary schedule and for continued growth and improvement programs
for the teacher. Weber uses a detailed classroom observation code,
with a two-observer team, recording observations which are tabulated
and then become part of the basis for the final evaluation report.

* National Education Association. Handbook 1961412. Washington, D.C.: The Association, MI.
ap.
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Since the Weber code records certain conditions, the existenceof which is deemed a prerequisite to learning, the criteria are notconsidered unique to Weber.
The other four districts show similar differences in the attention toquantification as a necessary part of the ikaluation program. Canton,West Hartford, and Summit produce numerical ratings based uponnumerical weights to the different evaluation items. Park Forest,like Ladue, relies upon a narrative record. West Hartford, uses ahighly statistical procedure, with the annual selection for a meritaward being based upon a normal curve distribution of the totalteacher ratings obtained in each of several categories of teachers.This question of the desirable degree of measurement is debatable.On one side is the position that teaching and other professional occu-pations are too complex tp be susceptible to definition in statisticalterms. The position that certain teacher behavior will inevitablyproduce certaih known changes in pupil growth is refused.

The advantages of seeking a high degree of measurement in meritrating programs are stated to be at least two. First, it may permit amore defensible position for the teacher and his evaluator if specificitems can be described which were determinants of the final evalua-tion. Thus, teacher-evaluator conferences can be concerned withrather specific behavioral fictors. Second, the high degree of specificityis felt to diminish the opportunity for individual bias on the part ofthe observer.
This issue of quantificati?iti of the criteria is concerned with thefeasibility as well as the desirability of attempts to develop objectiveprocedures for determining teaching effectiveness. It is presumedthat objective "ratings" should have as their base the establishmentof certain -teacher actions--xwhich when completed, could bepredicted to bring forth resultYin terms of some change in pupilbehavior. And, that as frequently as action x is repeated, thenchange Y will result. Whether this concept or goal of personnelrating is one of evaluation or of measurement is 'more than a questionof semantics. For, as Paul Woodring has pointed out in regard toevaluation of teacher education programs

A compilation of factual data, however accurate and comprehensive thestatistics may be, Is not evaluation but only a step toward evaluation. Theword evaluation implies a system of values, and decisions about valuesinvolve human Judgment. The actual evaluation must always requiredeckdons by human beings as to what is most worthwhile!
Paul Wooden& New Directions In Teacher Education. New York: The Pond br Advancementof Education, M. p.

I
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Limits of the Teaching Role To Be Evaluated
4

A certain degree of discussion properly centers around a definition
of the performance sphere in which the teacher is to be evaluated.
The major area of concern is, of course, the classroom. But there
are several other areas in which evaluation potentially might be
made. One is the teacher's responsibility to the school and the
faculty ofuwhich he is a member. The second is the teacher's relation
to the community, both that of the school and of the district. Third,
there is the responsibility to the profession itself, to which every
teacher belongs by nature of his occupation.

The extent to which any school district may wish either to include
or weigh these extraclass responsibilities will vary with the individual
district. This variance may be the result of the community expecta.
dons for its schools; it may be the effect of working conditions within
the schools. In this latter instance, for example, the teacher's
opportunity to participate in community or professional activities
may be determined by the nature of the classroom assignment,
including the teacher load.

But of undoubtedly greater importance to a definition of the limits
of the teaching role is the assumption as to the degree of variation
of levels of classroom performance between the experienced staff
members. It can be assumed, for example, that with a strong
recruitment program and a thorough evaluation prograiii prior to
placement on tenure, a district can establish a core of highly com--
petont teachers. And, that after x number of years, the performance
levels of these teachers are not distinguishable within the classroom.
As a result, it is both necessary and desirable to recognize the teacher's
contributions outside the classroom, to the school, the district, the
community, and the profession if a range in effectiveness is to be
identified. The validity of this assumption will be accepted in some
schoolsdenied in others. The New England School Development
Council's statement on teacher competence emphasized the point of
view that a differentiation of effectiveness based solely upon classroom
performance is difficult after a short period of years if a sound program
for selection and placement on tenure exists.4

One of the difficulties with an extension of evaluation beyond the
classroom or school activities is the potential validity of the evaluation.
In all evaluation programs, it is axiomatic that the teacher has a right
(1) to be evaluated and (2) to expect the evaluator to be in a position,
in which a valid appraisal can be conducted. Ladue and Rich, while

4 David V. 'riedemaa. Teacher Competence and Its Relation to Salary. Cambridge, Man.: New
Kngland School Development Council, 1966. 86-1011.
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emphasizing classroom performance, also place considerable emphasisupon nonclassroom responsibilities of the teacher. They also placeheavy reliance upon the integrity of the self-evaluation. They wouldthen feel that the self-evaluation is obtained from an individual ina sound position to make a valid observation.
Lastly, of course, the limits of the teacher role to be evaluatedcannot be disassociated from the purposes of the merit program. Ifit is heavily oriented toward classroom effectiveness, such as inWeber, the role can be defined rather' tightly. If the purpose of theprogram is related to a broader concept, such as in Ladue, then theteacher is viewed as having certain responsibilities to the society inwhich he lives and for contributions which should be made to thatsociety both as a professional educator and citizen within it.

Recognition of Advanced Degrees Within the Salary Schedule

The typical single salary schedule has a provision for adding anincrement to the schedule for an earned graduate degree. Frequently,there may be additional increments for a specified number of credithours beyond each degree. In addition, the teacher possessing anadvanced. degree may be able to achieve a higher salary, throughadditional annual steps, than the teacher with only a baccalaureate.Within these six school systems, threeCanton, West Hartford,and Summitprovide for a salary increment based solely upon theearning of an additional degree. The others may, of course, offersome recognition at the time of initial salary placement.The reasons stated for not recognizing the degree for salary purposesare based upon the focal purpose of the merit programthe salaryaward being dependent upon teaching performance. Therefore, suchfactors as degrees, sex, dependents, and years of experience have noplace in a merit schedule.
The recognition of the advanced degree can be justified on at leasttwo counts. First, it is traditional with most of the salaried profes-sions, including education and Government. Ignoring the additionaldegree becomes uncomfortable to those teachers who accept it ashaving historical justification. Second, if the M.A. degree is not tobe recognized, why require the B.A.? Or, does not such a positionrefute efforts of teachers to encourage students to reoeive a diplomaand then a college education?
Within these six districts, as well as many without merit salaryprograms, there has been an effort to accommodate these two pointsof view. The result is the requirement, in terms of salary increments,that the degree or credit hours be related directly to the assignment
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which the teacher currently holds within the school system. Weber
is particularly specific on this point. Thus, a physics teacher lacking
sufficient background in his major is not expected to major in adminis-
tration if the degree is to be recognized in the salary schedule. And
certainly, within these merit drhricts which do not include the advan-
ced degree in the salary program, a provision exists for a program of
professional development which may well include the pursuit of an
advanced degree.



Chapter HI
The Salary Schedule

THE TYPICAL SINGLE SALARY SCHEDULE consists of
several columns, with each column representing additional

graduate degrees or a specified number of credit hours of course work.
In addition to this columnar effect, there is also a horizontal stratifi-
cation which represents the number of years of creditable teaching.
service within the school district. There is, thus, provision for
vertical movement on the schedule in accordance with experience and
horizontal movement in accordance with preparation.

The schedules in use in these six districts are of two types: First,
there is the basic, single salary schedule, with the merit schedule being
supplementary to the basic schedule. The usual provisions for
horizontal and vertical movements still exist. Second, several of the
schedules have no provision for either years of service or additional
degrees. single column schedules: The various
maximum salary levels are "stopping points" along the single column,
with the point being determined by a, formal evaluation of the effec-
tiveness of the teacher's performance.

It should be emphasized that within each of these six districts, the
merit salary program is basically one of a "reward" rather than a
"punishment." There is, of conise, provision for the withholding of
an annual increment as well as a possible reduction in salary. How-
ever, these provisions, as well as the critical decision to terminate a
teacher's services, are a function of the evaluation program and should
not be confused with the salary program.

This chapter attempts to point up and answer the following
questions in regard to the administration of the salary schedules
within the six districts studied:

1. What is the bask salary plan?
It is a tenet of merit salary programing that an adequate, equitable

basic salary schedule must exist prior to, and supplementary with, the
adoption of a merit schedule. The merit scOedule is considered to meeta need for a reward system beyond the basic schedule rather than in lieuof it. The pattern of this basic schedule, as contrasted with the merit
schedule, is most readily apparent in the case of West Hartfordor Summit

19
087111,-411.---4
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2. Is the annual merit award for superior service a set, prede-
termined amount, or is it flexible within certain limits?

Within these six districts, there are two patterns: One Is to provide for
acceleration on or sup mums to the basic schedule. The merit
increments are functions of the basic increment. This is illustrated inthe programs of Summit, West Hartford, Canton, and, to some extent,
Weber. The other procedure Is to leave flexible the annual merit lucre-
ment which may be received in any one year. Ladue states the limits of
the annual increment which may be granted; Rich does not. They both
have stated maximums.

3. Is there a quota on the number of teachers who may receive a
merit award in any one year?

A restriction on the number of teachers who can be judged as superior
implies the use of local norms upon which a normal distribution of
judgments of effectiveness can be developed. it is, in essence, the use of
a forced choice procedure through which the number of "superior"
teachers is predetermined at a set proportion of the total staff. None
of these districts has a quota which limits the number of teachers who
may be receiving a merit award at any one time.

4. Is a probationary period required for the establishment ofeligibility to receive a merit award?
A merit probitionary period is considered exclusive of that required

for attainment of tenure status in terms of the teacher's contract with
the board of education. Two of the districts--Ladue and Richhave no
such probationary requirement for the merit award and, instead, apply
the merit principle at the earliest possible date, which is during the
recruitment and selection process. The other four require? probationary
period of 2, 2, 4, and 7 yearsnot necessarily all within the district itself.

5. Is there an automatic salary d(fferential for the earning qf an
advanced degree?

The use of an automatic increment for an advanced degree is charac-
teristic of most single salary schedules. There may or may not be a
stipulation as to the major area of study within the degree program.
Three of these six districtsCanton, Summit, and West Hartford
recognize the earning of a degree through an automatic salary increment.
The other three may, of course, include the degree as part of the planned
professional growth program, but it is not an automatic salary determi-
nant. Weber requires the degree, for salary purposes, to be related
directly to the teacher's assignment.

6. Is there a prescribed minimum number of years in which the
teacher can reach the maximum attainable salary?

Ladue and Rich, with no predetermined annual increment, obviously
have no stated minimum time period in which the top of the schedule
can be reached. Canton's period is somewhat flexible since the our rior
teacher can be accelerated on his movement up the schedule. West
Hartford has establishedb such a minimum period. In Summit, the
merit increments may continue on until retirement.

7. Is placement on the merit schedule dependent upon the teach-
er's voluntary consent to participate ia the merit rating
program?
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The provision which makes participation in the merit salary program
voluntary on the part of the teacher does not, of course, apply to the
general concept of staff evaluation. Much of the attention to the volun-
tary provision in merit programs has arisen from the recent Florida
State Career Increment Program which Included the feature within
the statewide merit program. Only one of these six districteWebern-
has adopted the provision.

8. Is there a provision for continued annual or periodic increments
for the teacher who has reached the top of the merit schedule?

A characteristic of most teacher salary scheAules, merit or nonmerit,
Is that the maximum attainable salary level re set at a relatively early
point in the teacher's career. However, it is not uncommon to find
longevity or career increment at the 20th or 25th year of service. Within
these six districts, only oneSummit--has extended the merit schedule
up to the time of retirement. The other five do not have at the time of
writing any provision for additional increments, merit or longevity,
beyond the stated maximums.

9. What is the size of the salary differential between the maximum
basic schedule and the maximum -merit schedule?

Ezaminalion of the six schedules Indicates that It Is difficult to define
the magnitude of the merit award over the basic schedule. However, a
numerical estimate of this differential is made through the development
of a 40year-earning potential, assuming the current salary level remains
constant.

Highlights of the Six Salary Schedules

Canton
Salary Policy

1. Credit is given on the Initial placement on salary schedule according to
the number of years of prior teaching experience. The maximum place-
ment for the experienced teacher new to Canton, with a bachelor's degree
only, is $7,800, or $3,300 above the minimum.

2. The earning of an advanced degree in itself results in a salary differential.
The differential is in the amount of a double increment the year each
such degree is earned.

3. A probationary period to establish eligibility for consideration for a
superior service award Is required. The period Is 4 years of service, of
which the last 2 must be in Canton.

4. There is no quota for the number of Individuals on the various salary
maximums which are established.

6. The amount of the annual merit increment Is predetermined and currently
is $300.

Basic Elements of the Salary Schedule.
1. The minimum beginning salary for the B.A. teacher is $4,500, and the

annual Increment is $300. There are four levels of maximum attainable
salaries, with these levels corresponding to four classifications of teacher
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effectiveness. The satisfactory teacher can reach $7,500 in 11 years;the competent teacher, $8,100 in 13 years; the highly cpmpetent, $8,100in 11 years and $8,700 in 20 years; and the superior teacher, $9,000 infrom 11 to 18 years.
2. The merit schedule has the features of both stpermaximums, as described

immediately above, and acceleration. Through acceleration, the superiorteacher advances at the rate of 2 increments a year from step 4 until step13, when the single increment is resumed. Thus, the 16 steps can besatisfied in 11 years.
3. The five competency classifications which determine the salary level aredirectly related to a numerical score which summarizes the evaluation

made of the teacher. The teacher receives the evaluation report, however,in terms of the five .slassifications rather than in terms of a numerical
score.

A teacher entering Canton at age 25, receiving a master's degree
in 5 years and remaining constantly on the "satisfactory" level,
would reach his maximum salary of $7,500 in 10 years, and over the
40-year period until retirement at age 65 would earn a total salary
of $283,000 or an annual average of $7,100. The same teacher who
received the superior rating at the earliest possible date and retainedit until retirement would receive $335,000 over the 40.year period,
or an annual average of $8,400.

Salary Schedule
i

Step Scale &sp Seale I'\ Step Salle
1 $4 500 7 6 300 13 8, 1002 4 800 8 6 600 14 8, 400a 5 100 9 6 900 15 8, 7004 5 400 10 7 200 16 9, WO5 5,700 11_ ___ ..._ _ .... 7,500
6 6 000 12_ _ _ ow Oa _ __ 7, 800

1. Teachers rated satisfactory advance one step a year until 11 ($7,500). Theycannot pass that, even by getting a new academic degree, until they get a
rating higher than satisfactory.

2. Teachers rated competent advance one step a year as far as step 13 (S8,100).
3. Teachers rated highly competent advance one step a year to step 13. But

five consecutive highly competent ratings entitle a teacher to at least onedouble increment if he is below step 18 or to one single increment afterthat, up to step 15.
4. Teachers rated superior advance one deli a year until the 4th year andthen two steps a year until stip 13. After that, they advance one step ayear to step 16. A consistently superior teacher can reach $9,000 In 11

, years.
5. There is no separate scale for teachers with advanced degrees. In the year

they achieve a new degree, teachers receive a double increment. Asidefrom that, progress is determined by a detailed evaluation of each teacher,
each year. The teacher who earns a degree after having reached step 16
remains at step 16.
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6. The board of education may vote additional salary grants for superior
teaching and may withhold increments for cause.

Ladue
Salary 'Policy

I. Credit for prior service to determine initial placement on the salary sched-
ule is not on a numerical basis which equates placement with years of
experience. Instead, an evaluation is made of various factors which deter-
mine the placement, including the application of the merit principle. The
maximum placement for the teacher with a B.A. only, new to Ladue and

4 with prior experience, is $6,700, or $2,100 above the minimum of $4,600.
2. The earning of an advanced degree is a direct determinant of the salary

level only at the time of initial employment or placement on the schedule.
3. There is no probationary period for the establishment of eligibility to re-

ceive a merit award. All teachers are on the merit schedule, beginning
with the time of selection.

4. There lis no quota for the number of individuals on the various salary
maximums which are established.

6. The amount of the annual increment is flexible but is stated within broad
dollar limits.

Basic Elements of the Salary Schedule
1. The minimum beginning salary for the B.A. teacher is $4,600, for the

M.A. $4,800; and for the Ph. Dv $5,600. These may be adjusted upward
to allow for prior desirable experience and training, as deemed necessary to
meet competition for staff. The maximum attainable salary is $12,600
which on the basis of current practices would be obtainable in a minimum
of 15 years.

2. Steps or years of experience are not formally recognized in the schedule.
Instead, there are three broad classifications of performance, each having
a separate "schedule." The maximums for these three schedules are
$6,700, $9,500, and $12,600. The amount of the annual increment aver-
ages about $200, $400, and $500, respectively, with the ranges being $100
on each side of these averages.

3. The movement of a teacher from one schedule to a higher one is not based
upon a numerical score derived from the evaluation procedure.

A teacher entering Ladue at age 25 and reaching the top of his
schedule in 15 years would receive, by age 65, the following total
salary: Schedule 1, $254,000, or an annual average of $6,350; Sched-
ule 2, $342,500, or an average of $8,550; Schedule 3, $443,000, or an
average of $11,100.

Salary Schedule
Schedule Minimum Annual incrensoni 1 Maximum

1 $4, 600-$5, 200 0-$100-$200-$300 $6, 700
2 0-$300-$400-$5OG $9, 500
3 0-$400-$500-$600 $12, 600

1 The amount of the Increment is determined annually as a result of the evaluation program.
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1. Incentive for movement from Schedule 1 to Schedule 2 is $600. Incentivefor movement from Schedule 2 to Schedule 3 is $800.
2. Increments are granted and advances to higher schedules made on thebasis of competency, overall value to the school system, experience,training, and potential value.
3. Increments within schedules are granted or withheld annually.
4. Teachers new to the system with experience would ordinarily be placedon Schedule 1 at a point to be agreed upon by the teacher and the employ-ing official. It would be possible for superior teachers with experienceto be placed on any of the schedules in order to compete with salarieselsewhere.

Rich
Salary Policy

I. Credit for prior service to determine initial placement on the salaryschedule is not on a basis which automatically equates placement withyears of prior experience. However, a higher starting salary may be seton the basis of quality of experience. The maximum initial salary for ateacher with prior experience is $6,500, or $1,300 above the minimumof $5200.
2. The earning of an advanced degree is not in itself a determinant of salarydifferential.
3. There is no probationary period for the establishment of eligibility toreceive a merit award.
4. There is no quota on the number of individuals on the various salarymaximums which are established.

Basic Elements of the Salary Schedule
1. The minimum beginning sue for a teacher with no prior experienceis $5,200. The maximum salary attainable is $10,400 which on the basisof current practice would be obtained in a minimum of 7-1.0 years.2. In the absence of a formal saltry schedule, only the minimum and max-imum salaries are specified. The significant feature is the separation ofthe schedule or teachers into two divisions, not unlike Ladue's threeschedules. However, Division! I teachers are on a 934-month contractand have a maximum salary #f $8,000. Division H teachers are on a12-month contract, including ail-month vacation. This Division II con-tract should not be viewed as assignment of additional responsibili-ties, in the usual sense. . Inste4,d, it provides the teacher with additionalfunds through which to support a planned four summers' program ofprofessional and personal growth. This summer program might includetravel, study, research, or appropriate employment. One of every foursummers is to be devoted to direct service to the district through suchactivities as teaching, curriculum design, and other related plannedactivities.

3. A teacher entering Rich at ago 25, progressing to the top of Division Iafter 10 years, would receive $305,000 by the age of 65 or an annualaverage salary of $7,600. The name teacher who received a Division IIcontract after 5 years and :Fa!! at the top of the schedule in 5 more years
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would receive a total salary of $385,000 over the 40-year period, or an
average of $9,600.

Salary Schedule

tee

Minhese Mariam
Division I Teacher, $5, 200 $8, 000
Dlyision II teacher. 7, 200 10, 400

The salary for beginning teachers is $5,200. A higher starting salary
may be set for experience, upon recommendation of the administration.

2. Salaries of all teachers. are reviewed at least annually, prior to March 15.
Salary increases are based solely upon merit as determined by evaluation
of individual performance.

3. Teacher classifications
A. Division I teachers--All teachers employed on a 9}4 -month contract

buds.
B. Division II teachersTeachers who upon recommendation of the

administration and approval of the board of education are employed
on a 12-month- basis. The following rules gown appointment to
Division H:
(1) Only those teachers who are capable of carrying on a program of

special contribution and potentjel advancement on a yearly basis,
and whose performance has been appraised by the administration
and found to be outstanding, will be considered for appointment
to Division H.

(2) Teachers shall confer with the administration to plan a program
of at least 4 years' duration of personal and professional growth.

(3) Teachers who are appointed to Division II but whose affairs
cannot easily be arranged during the first year of appointment
may be given 1 year to get their affairs in order.

(4) One month's vacation is granted to all Division II teachers.

Summit
Salary Policy

1. Credit for prior service to determine initial placement on the salary sched-
ule is on a basis which equates placement with years of prior experience.
The maximum placement for a teacher with a B.A. only and prior ex-
perience is $8,10Q, which is $3,200 above the minimum of $4,900.

2. The earning of an advanced degree is in itself a determinant of a salary
differentialone increment. To retain the differential, the teacher
must be selected for the merit program.

3. There is a probationary period for the establishment of eligibility to
receive a merit award. The period is 2 years of service in Summit.

4. There is no quota on the number of individuals eligible to receive the
merit increments.

5. The amount of the merit increment is predetermined and is not flexible.
The amount is one additional increment, cirrently $220, every 3 years.

6. There Is a provision for continuance of salary increases through the
entire duration of the .teacher's career. However, it applies only to
teachers on the merit schedule, as described below.
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Basic Elements of the Salary Schedule
The basic schedule calls for 13 increments of $220 and a 14th and final oneof $340, thus reaching a maximum of $8,100 after 14 years of creditableservice. The meritorious teacher receives the same basic $220 incrementsplus one additional one of $220 every 3 years for the first 14 years, at whichtime his maximum salary attainable would be $9,200. After 14 years, anduntil retirement, additional merit increments may continue at the rate of2 every 3 years, approaching a terminal salary of over $13,000 after 40 years.There is provision for sporadic movement on anh off the merit schedule,but any merit increments missed 1 year are not retroactive if gained duringan ensuing year.

A teacher entering Summit at age 25, progressing to the top of thebasic schedule in 14 years, would receive total earnings of $300,000prior-to retirement at age 65, or an average salary of $7,500. Themerit teacher, who received the first increment and each subsequentone at the earliest possible date, would receive $420,000 over the same40-year period, .or an average of $10,500.

Salary Schedule
Step Bask &We :Rep Bask &ale Step Basic &Ws

_ _ _ _ $4, 900 5 6 000 10k, 7, 1001.. _ _ 120 6.. 6,220 11 Ow ..... 7,3205,440 7 6 440 12_ _ 7, 5408 5,560 8_ 13. _ 7,7604_ 4, 780 9_ 6 880 14 11. MD Mr 11.4 8, 100
1. Upon joining the school system in Summit, each teacher is assigned anequivalent date of service to be determined by the superintendent withapproval by the board of education.

A. The equivalent date of service for an inexperienced teacher is theactual date of employment.
B. For experienced teachers, the equivalent date of service reflects theapplicability of earlier service to conditions in Summit.
C. At any time the teacher's years of service 18 the number of yearssince the equivalent date of service. Each year, except as notedbelow, a teacher will receive the basic annual increment correspond-ing to his equivalent length of service. Qualifying teachers will re-ceive additional increment as described below.

2. A teacher is eligible for a merit increment after 2 years of service inSummit.'
3. Durinethe progression period (to the top of the scale), a teacher qual-ifying for a merit increment receives, in addition to his baalo annualincrement, one equal to the pattern increment ($220).
4. While all teachers will be appraised annually, a meritorious teacher (onewho has received a merit Increment) will, in general, not again be eligiblefor a merit increment until 8 years have passed.
5. A meritorious teacher who consistently performs at that level may re-ceive a merit increment every 3 years up to and including the terminal
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point of the basic pattern. Additional increments may be given under
unusual circumstances.

6. If a meritorious teacher fails to qualify at the end of 3 years for another
merit increment, he forfeits the merit increment for that. year. His per-
formance is then appraised annually with all other teachers and he can,
if his performance warrants, again receive a merit increment.

7. If a teacher's performance is rated unsatisfactory, ho will forego ally
Increment for that year. (A nontenuro teacher whose performance is
rated unsatisfactory will not be reappointed.)

8. All teachers who have reached the terminal point of the progression
period become eligible for the rating of Master Career Teacher. (As
with previous merit increments, in general, a 3-year waiting period will
follow the last such increment.)

O. A teacher is reviewed annually for the rating of M.C.T.
10. Upon reoeipt of a rating of M.C,T., a teacher will receive an increment,

equal to two times the pattern increment, or $440 every 3 years.
11. A M.C.T. shall, in general, not again become eligible for another M.C.T.

increment until 3 years have passed. Additional Increments may, how-
ever, be given under unusual circumstances.

12. 11, at the end of an y3-year period an M.C.T. fails to requalify for M.C,T.,
he receives no additional increment but reverts to the annual review for

° eligibility to reinstatement as M.C.T.

Weber
Salary Policy

. Credit for prior service to determine Initial placement on the salary sched-
ule is on a basis which equates placements with years of prior experience.
The maximum placement for a teacher with a B.A. only, and prior experi-
ence, is $5,475 which is $1,225 above the minimum of $4,250.

2. The earning of an advanced degree is a determinant of a salary differential.
However, the degree must be in a field of study which is directly related to
the heather's present, or probable future, assignment.

3. There is a probationary period for the establishment of eligibility to receive
a merit award. The period is 2 years of service in Weber.

4. There is no quota on the number of individuals who may receive a merit
award.

5. Participation in the Writ schedule is voluntary, dependent upon a con-
tractual agreement by the teacher.

6. The amount of the annual merit award is predetermined. Currently, it is
$500. These awards do not acctimulate in the sense that those in the other
five districts do. Each $500 award is for the basis of 1 year.

Basic Elements of the Salary Schedule
1. The schedule consists of three columnsthe B.A. column, the B.A. plus 30

quarter hours, and the M.A. column. The respective minimums are
$4,250, $4,350, and $4,450; with maximums being $6,255, $6,405, and
$6,555. The maximums are reached in 14 years.

2. The above figures constitute the be salary. Weber also lists a total
salary which includes an additional item for health insurance and a de-

667119-63 5
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pendency allowance, if-appropriate, as part of the salary schedule, totaling
$271.44.

3. The merit award of $500 annually is entirely supplementqy to the salary
schedule.

4. A teacher entering Weber at age 25, receiving an M.A. after 5 years and
receiving no merit awards, would earn a total salary of $243,000 over the
40-year period, and an annual average of $6,100. The teacher who re-
ceived a merit award each year would, of course, receive an additional
amount of $19,000, or an average salary of about $6,600.

Salary Schedule
flep BA. B.A.+30 MA.

0 $4 250 $al 350 $4, 450
1 4,300 4,400 4,500
2_ _ 4 350 4 450 4, 550
3 4, 455 4, 555 4;655
4 4,620 4,720 4,820
5 4, 755 4, 855 4, 955

4 910 5 010 5, 110
5 045 5 145 5, 245

8 5 180 5 280 5, 380
9_ 5 835 5 435 5, 535
10.

=No 5,475 5,575 5,675
11 5,695 5,755 5,855
12 5 830 5 930 6, OM
13 6 255 6 355 6, 455
14 6 405 6, 555

a. Add $210 to above, if appropriate, for dependency allowance.
b. Add $500 to each figure for the merit increment, after two steps.-

The salary schedule recognises the additional hours beyond the B.A.
only if they are in the teacher's teaching field. A master's degree in admin-
istration, for example, entitles the teacher to be placed on the third column,
but he cannot advance vertically with such a degree. Weber urges the
teacher to take administrative courses only aftei the master's in the teacher's
major area of study has been earned.

West Hartford
salary Policy

1. Credit for prior service to determine Initial placement on the salary
schedule Is on a basis which equates placement witil years of prior service.
The maximum placement for a teacher with a B.A. only, and prior expe-
rfence, Is $7,410, which is $2,860 above the nkinimum salary of $4,550.

2. The earning of an advanced degree Is In itself a determinant of a salary
differential, both at the Initial salary plaeement and during the teacher's
career in West Hartford.

3. There is a probationary period for the establishment of eligibility to
4 Twelve a merit award. This is 7 years for the first merit laorement, of
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widish the last 8 must be in West Hartford, thus meeting the tenure
requirement. Four additional years are required for the second increment
for which the first award is a prerequhdte.

4. The number of individuals eligible to receive each of the two merit awards
annually depends upon the deviation of the individual appraisal scores from
the mean of the particular group of teachers. For merit award purposes,
there are two groups upon which the deviations are computed, those
with experience of 12 years and over and those with from 8 to 11 years.
Thus, there are two separate eligibility groups upon which the distribution
of appraisal scores are analysed. Each year, approximately 25 percent of
each group is eligible for the Sint merit award, and approximately 5
percent is eligible for the amend. These two groups should include
those teachers already on the first or second merit schedules and pro-
gressing satisfactorily 'toward the top of that schedule. However, since
it is possible for some, and theoretically all, of the group'on the schedule
to fail below the 25 percent and 5 percent figures on any given annual
appra!sal, and yet remain on the" merit schedule, the number receiving
the merit awards at any one time may be substantially above 30 percent.
I'Dese percentage figures are rough approximations of .75 and 1.75
stindakd deviations.)

5. The amount of the annual merit increment Is predetermined. This
amount is $230 each for the first and the second such awards.

6. There is no provision for the continuance of salary increases for either
the merit or the basic schedule or into the latter stages of the teacher's
career.

Basic Elements of thel'Salary Schedule
1. There are two separate salary schedules, the basic and the merit schedule.

The basic schedule consists of two columns the B.A. and the M.A.
Within each of these two columns, eligibility for the first merit award of
S230 is established after 7 years of service. Eligibility for the second
merit award of the same amount is established after an additional 4

"years of service in West Hartford. The maxinium salaries attainable in
each column are $9,020 and $9,940, including the two merit awards.
Without the merit awards, they are $8,100 and $9,020. The first merit
award column is one step longer than the basic sohedule. The second
award column is two steps longer than the bide schedule. With an
M.A., the basic schedule is 16 steps.

2. At the top of the schedule, the differential between the basic and the
second merit schedule is $920 for the B.A. column, as well as the M.A.
column.

A teacher entering West Hartford at age 25, receiving an M.A.
after 5 years and receiving no merit awards, would earn a total
salary of $328,000 over the 40-year period, an average salary of
$8,200. The same teacher who received the first and second merit
awards at the earliest possible date would receive $354,000 over the
40-year period, an average salary of 0,850.
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Salary Schedule
1%2-63 salary schedule for teachers and librarians (3d year of impletnen-

talon)

Step

B.A.

Basic

$4, 550
4 780
5 010
5,470
5 930
6, 270
6, 610
6 950
7 180
7, 410
7,640
7, 870
8,100

1st
merit

$7, 180
7, 410
7, 640
7, 870
8, 100
8, 330
8,560

2d
merit

$8, 330
8, 560
8, 790
9,020

-- - - - - --

M.A.

Basic

$4, 780
5,010_
5, 470_ _ OD

5 930
6 270_ _

6 610_ _

0 950_ _ am es

7 180_
7,410
7 640
7 870_ _

8 100 -
8 330_
8,560
8 790_ _

9.020_

1st
merit

2d
merit

$7, 410
7, 640
7, 8.70
8, 100
8, 330
8, 560
8,790
9, 020
9,250
9, 480

S8 560
8 790
9 020
9 250
9 480
9 710
9.940

The salary policy is based upon a numerical rating score, as follows:
A tenure teacher on the seventh or higher step, scoring 0.75 sigma units ormore above the mean shall qualify for the first merit classification for thefollowing year. [Author's note: These standard deviations are computed onfour different teacher groups, classified by experience. For salary purposesonly, the 8-11 and 12 years and over groups are relevant.]
A tenure teacher on the 11th or higher step, having been previously $electedfor the first merit classification and scoring 1.75 sigma units or mo abovethe mean, shall qualify for the second merit classification for the fo owingyear. [Author's note: The 1.75 sigma units would be equal to appro tely4 percent of the teacher's eligibility group.]
Once a teacher has been placed on the first merit track, he will co inue toprogress on that track if his work is satisfactory, until he receives(a salaryequal to the maximum for his basic salary schedule. Progression be and thispoint (on the basic scale) will be dependent upon his achieving a sco of 0.75sigma units or more above the mean each year. A person will not be movedfrom the merit track for failing to qualify in any 1 year.
The same principle will apply to the second merit track, namely that ateacher will have to requalify in order to go beyond the maximum establishedfor the first merit classification (rather than the basic schedule), but oncehaving received it, would not have his salary reduced.



Chapter IV
Evaluation Procedure

The importance of a sound staff evaluation program to a growing
school system is well established. The recognition of this im-

port: I as well as the existence of excellent eiraluation policies and
pr ures, should not be considered to be unique with any particular
salary program.

Nor are the problems associated with staff evaluation programs,
like many other problems, unique to education. Examination of
personnel and management journals oriented to business, industrial,
and governmental organizations will make evident their concern over
appraisal concepts and techniques.

It would appear that one practice which would appear to be more
common outside of educational organizations is the unification of
staff appraisal and staff development programs. This may be the
result of the greater possibility of assignment differentiation and the
subsequential need for the inclusion of a promotability feature within
the appraisal program. However, there are school systems which
are striving for this unification of appraisal and development. It
would appear that, when this is done, there is a tendency to shift
from "appraisal" to "analysis" to examine closely those factors which
determine the teacher's effectiveness over which he has control, and
those over which he has none. The appraisal process is concerned
with all of those individuals who have some responsibility for providing
the teacher with the support necessary for him to reach his potential
effectiveness.

A critical point with staff evaluation programs, with or without
merit salary schedules, is the validity of the assumption that the
teacher really wants to know how he stands rather than merely to be
assured. For the teacher who wishes the latter, the importance of
relating evaluation to professional growth is considerable. These
districts indicate a difference in view on this assumption. The merit
evaluation program is viewed in one instance as providing a base
point in time for a personal and professional growth program. In the
other instance, it is a means of reporting the teacher's performance
level as against some established standard. In either situation,
there must eventually be some consideration of the procedures and

81
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assistance necessary which will influence the rate and direction of the
desired changes. It is for this reason that a significant relationship
between the staff evaluation and the staff development programs
would appear to be necessary unless pvtiluation is viewed as being in
itself contributory to a positive change in behavior.

The typical evaluation progrto .at the elementary-secondary level
has as its principal goal "the rovement of instruction," a rather
nebulous term. More speci I jectives which are frequently cited
would include the identification of staff members who will be selected
for tenure status, for promotion, or for dismissal. The "promotabil-
ity" feature of any evaluation program is particularly significant.
And most important, as mentioned above, the evaluation program
may have as its goal the formation of a base point for the professional
growth program.

A major difficulty in all evaluation programs is the establishment
of a rationale to determine the limits of the role which is to be evalu-
ated. In the case of teachers, this role may be assumed to center
upon the classroom. And this focus is particularly important for the
beginning teacher. But for the experienced teagber, there is a possi-
bility of justifying an appraisal of additional responsibilities which lie
beyond the classroom. These would include the contributions made
to the school, its staff, the community, the total school system, and
the profession itself. This determination of the limits of the teaching
role as well as the question of attempting a measurement approach to
evaluation present two major controversies within the various evalua-
tion programs now in operation both with and without merit salary
policies.

But despite the many features which are common to evaluation
programs in all school districta, there are at least two which are unique
to districts with merit salary policies. First, and most important, a
goal of evaluation in a merit district is to "implement provisions in the
salary schedule which reward superior service on the basis of the level
of performance."

The second unique characteristic of evaluation in a merit salary
program is the apparent greater tendency to produce a numerical
score as eir summary statement of the evaluation. Although such a
score may be developed in a single salary schedule district, its preva-

lence would probably be higher in merit salary programs. However,
the use of a numerical dore is not necessarily a characteristic of a
merit program.

Effort has been made to point up and answer the following questions
in regard to the evaluation procedure:

1. Is a numericatscore or rating developed which is a sign(licant
factor in the #tenisination of the amount of the merit award?

4
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Three of the districts--West Hartford, Summit, and Cantonarrive at
a numerical score which Is decisive In the determination of the award.
Ladue and Rich do not. West 'Hartford base* the Increment upon the
number of standard deviations above (or below) the mean score of the
teaching staff. Summit uses a score which Is obtained through
a summation of a cluster of lieighted factors. Canton also weighs a
series of Items and arrives at four critical figures, each of which deter-
mines the maximum salary level. Weber produces numerical tabula-
tion of "Incidents" recorded during the classroom observations but doss
not develop a critical score which determines the eligibility for a merit
increment, solely from these obOetvations.

2. What is the nature ar the formal evaluation or rating form?
ladue and Rich prepare guides for evaluation and rely heavily upon

classroom observation, but the written evaluation statement is more In
the nature of an anecdotal record. Canton and Summit require that
a nu erica score be s fined t each of several ems describing teacbing
behavior, but this need not be mpleted as part of the classroom observa-
tion. West Hartford uses a ch k sheet upon which each of 20 evaluative
Items Is marked according to I possible degrees of fulfillment. Weber
has a detailed classroom observe on procedure, utilizing an "observation
code" broken down Into 5-mittie time intervals during the observation I
period. West Hartford is unique in that no descriptive information for
the elaboration of the evaluative criteria is provided, a procedure which
is intentional.

3. Who does the rating?
The principal is the primiry -evaluator in each instance. Of those

having department chairmen at the high school, Summit and West
Hartford rely also upon that person. Summit places considerable
reliance upon the department chairman. Weber has evaluation teams
consisting of two members from the administrative staff of prindpal or
district supervisors. One of the two observers usually will be the teacher's,
own principal. Rich has a chairman for each of four curriculum divi-
sions.- This divisjon chairinan maintains Considerable responsibility for
evaluation of staff within his division. Weber alone as a matter of policy
does not involve the department chairman in the evaluation program.
None of the oh Involve other than professional staff members in the
evaluation.

4. How/rely/windy are classroom observations made?
, Canton: The minimum requirement Is four major classroom observa-
tions per teacher per year; at least one of these is fo; one full class period
and each of the others Is no less than 2S minutes. The observatiops
may be made by any member of the administrative staff authorized in
the evaluative procedure.

Summit: The evaluation Is based upon, among other items, a mini-
mum of 5N minutes of classroom observation, with at least one observa-.
don a year from the principal or the department chairman (or principal
and elementary coordinator at the elementary level).

West Hartford: No specified number of minutes of classroom observe.
don.
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Weber: Each teacher In the merit program Is observed at least seventime, a year by two observers In the classroom. Each observation Is aminimum of 30 and a maximum of 40 minutes. The total annual periodis about 250 minutes of classroom observation.
Ladue: No specified number of minutes of classroom observation.Rich: No specified number of minutes of classroom observation.

5. What factors other than the direct interaction between theteacher, his student, and/or their parents enter Into the evalua-tior; process?
Note: Each of these six districts emphasizes the classroom role as themajor area of performance evaluation. However, each also Includescertain nonclassroom criteria.
Canton: Participation In, and contributions to, other than formalteaching activities within the school is weighted at approximately one-sixth of the total evaluation score. Professional contributions andgrowth constitute an additional one-sixth. Thui, classroom behavioris rated at about two-thirds of the total teacher behavior.Summit: Within the maximum possible score, the following weightsare suggested: Curriculum development, 5 percent; public relations,including extracurricular as well as community affairs, 5 percent; schooland systemwide contributions, 10 percent. Thus, classroom behavioris rated at 80 percent of the total teacher behavior.

West Hartford: The weights assigned to the various rating Items arekept confidential from the staff, including both the teachers and theirevaluators. Their original weighting was, however, determined by thestaff. Of the 60 items on the three alternative rating scales, 2i areconcerned with teacher characteristics which can be described in otherthan a classroom situation. On this basis, the classroom behavior wouldbe rated at two-thirds of the total teacher behavior.
Weber: Weber describes the effective teacher primarily in terms ofclassroom behavior. Activities evaluated outside of the classroom consistonly of certain managerial functions within the school, such as additionalassigned duties, recordkeeping, and the PTA. Strong parental relationsand loyalty to the school are also( cited. Unlike each of the other fivedistricts, no mention is made of the teacher's responsibilities or contri-butions to the community. Classroom behavior is considered to offer anearly complete description of effective teacher behavior.Ladue: Ladue uses criteria for the identification of effective teacherbehavior which Include certain nonclassroom qualities. These wouldinclude responsibilities to the community and profession as well ascertain personal characteristics, such as a breath of personal interests,a strong basic character, and a sense of social appropriateness.Rich: The criteria for the evaluation give considerable attention tothe teacher's responsibilities and professional contributions to theschool and the district. Participation in community activities Is en-couraged. However, performance in the classroom is of prime considera-tion, just as in the other five districts.
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Highlights of the Evaluation Programs
Canton

Evaluation Policy

35

1. Develops a numerical score as a summary of the teacher evaluation.
2. Places considerable emphasis upon responsibilities of the teacher for

contributions outside of the classroom.
3. Has

whi

Canton

provision for self-evaluation as part of the formal evaluation
mines the salary level.

developed a set of criteria to serve as ¢aides for the
evaluators. They consist of five major areas, major headings within
each area, and then subheadings. A numerical score, which is
weighted for each pajor area, is the result of a summation of the
heading scores. The subheadings are not scored and serve only as
guides for the scoring of the heading. The final scoie is the summation
of the five major area scores. The major areas and the major headings
are :

I. Provides for the learning of students. (Weighted at 55 percent)
A. Uses psychological principles of learning.
B. Use principles of child growth and development in learning situa-

tions.
C. Manages the classroom effectively and maiaains an atmosphere

that is conducive to learning.
D. Organizes the classroom for effective democratic living.
E. Plans effectively.
F. Evaluates pupil achievement.

II. Counsels and guides students effectively. (Weighted at 10 percent)
A. Maintains effective relationships with students individually and in

groups.
B. Makes significant use of counseling materials.
C. Maintains effective relationships with parents.
D. Maintains appropriate relations with guidance personnel.
Aids students to understand cultural heritage. (Weighted at 5 percent)
Transmits to students our cultural heritage, recognizing that most of
such heritage is embodied in the school curricula.

IV. Participates effectively in other than formal teaching activities of the
school. (Weighted at 15 percent)
A. Works with others to maintain a unified learning process.
B. Assumes a full part of the responsibility for school activities.
C. Maintains harmonious personal relations with colleagues.

V. Works' on a professional level. (Weighted. at 15 percent)
A. Gives evidence of the importance of its members, students, parents,

and others in 'the communityimportance to man, his culture, and
his way of life.
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B. Assists in maintaining good relations between the school and therest of the community.
C. Contributes to the profession by membership in professional organ!-sations and participates in their activities.
D. ,Assumes responsibility for his own professional growth.
E. Aids in orientation of teachers coming into the Canton system.
F. Complies with rules and administrative requests.

Each of these headings is marked as Unsatisfactory, Satisfactory,Competent, Highly Competent, or Superior. The numerical equiv-alent of each of, these five classifications varies with the weightingassigned to the major area. The Competent rating, for example, isassigned a value of 6 for the first major area, 1.5 for the second andfifth, and 3 for the other two. The result is a maximum possiblescore of 21 for the Unsatisfactory, 42 for the Satisfactory, 63 for theCompetent, 75 for the Highly Competent, and from 84 to 100 for theSuperior.
The Classification Scale upon which the salary is based is:

Superior 80-100 Steps 1 through 16.Highly competent.... 70-79 Steps 1 through 15.
Competent 60-69 Steps 1 through 13.
Satisfactory 40-59 Steps 1 through 3; raise minimum

2 points each step from step 3 through
step 11. The maximum of 59, of
course, remains the same. At step 11,
this is 56-59.

'Unsatisfactory 20-39 Step 1 only.
The final teacher-principal conference is *conducted on the basis ofdescriptive statements, rather than numerical scores. The numericalscore is viewed as a tool to simplify the administrative procedure ofsalary determination.

Ladue
Evaluation Policy

1. Does not produce a numerical score as a summary of the teacher evaluation.2. Places considerable emphasis upon the responsibilities of the teacher forcontribution outside of the classroom.
3. Contains a strong element of self-evaluation.

Ladue does not use either a formal rating sheet or a numericalscorernor are the various criteria for guidance of the evaluatorassigned any recommended weights. The final teacher-principalconferences following the evaluations are for the purpose of appraisingproblems and progress as well as making suggestions for futurecrowth.

Ar.
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The criteria developed by the staff for the guidance of the evalua-
.

tion process are stated in a positive sense as characteristics which
identify the superior teacher. These criteria include:

I. Personal qualities
A. Strong basic character.
B. Good mental and physical health.
C. Understands the importance of social amenities in personal rela-

tionships.
D. Possesses the personal qualities which promote good human relations.

H. Professional training and growth
A. Basic training, including humanities, child development, subject

4 matter, and practice tegiching.'
B. Experiences that contribute to effectiveness of teaching.
C. Additional experiences, such as travel, reading, and work.
D. Professional organisations.
E. Observance of professional ethics.
F. Awareness by the teacher's family or other close associates in their

responsibilities toward the profession and the school system.
III. Evidences of superior. teaching

A. Pupils are led to govern their own behavior in a constructive manner
and act in accordance with democratic ideals.

B. Learning situations are organized and objectives classified so pupils
understand the purposes of a course or activity.

C. Activities and opportunities are provided to help pupils achieve
planned goals.

D. The needs of the individual pupil (retarded, normal, gifted) are
recognised and met.

E. The classroom and school environment is conducive to learning.
F. Wholesome and friendly relationships with the school and community

are developed.
D. There is cooperation and communication with all staff members to

achieve stated goals and objectives and to meet the needs of children.
H. There is constructive evaluation of the pupil's growth.

Lkdue does not use a statistical approach to its evaluation program.
However, this does not mean that a recording of the evaluation is
not made. Instead, it is emphasized that the evaluation must be
amenable to a recording. The responsibility for the submission of
materials upon which the evaluation is made is shared by both the
teacher and the evaluator. The evaluative material as filed would
include the narrative records of classroom observation, summaries
of the teacher-evaluator conference, plans for piofessional growth
and the progress of those plans, and other material descriptive of
the teacher's contributions to his school, community, and profession.
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Rich
Evaluation Policy

1. Does not produce a numerical score as a summary of teacher evaluation.
2. Evaluates the contributions outside the classroom, particularly theteacher's responsibility to his own building and system staff.
3. Emphasises the importance of self-evaluation..

Rich uses a self-evaluation approach to a greater extent than any ofthe other five districts. One of the stated principles of merit pay inRich is that "The integrity of the evaluators must be unquestioned,including the self-evaluation of the teacher." The teacher annuallyprepares written comments on his:
1. Classroom performance.
2. Teaching improvements.
3. Extraclass assignments.
4. Community and parental relations.
5. Plane for further personal and professional growth.

The evaluator prepares a statement also, using a similar outline.There is an evaluation guide for use by both the teacher and theevaluator which includes:
1. Ability in mats,
2. Use of effective class techniques.
3. Attention given to individual pupils.
4. Achievement of pupils.
5. Achievement, respect, and control of pupils.
6. Academic scholarship.
7. Professional interest and growth.
8. Initiative for self-improvement.
9. Attitude toward out-of-class activities.

10. Cooperation with other staff members.
11. Personality.
12. Constructive interpretation of school program and policies.

Concise descriptive statements of amplification for each of the above12 criteria are provided.
The teacher-principal interview is an integral part of the evaluationprogram. This includes a review of past progress, possible plans forthe future, and an analysis of potential obstacles to the satisfaction ofthose plans. Following the interview, the principal forwards a sum-mary and recommendation to the superintendent. Decision is thenmade as to the placement of the teacher into Division I or Division II.'the entire evaluation procedure. places heavy reliance upon the pro-fessional and personal skills of the principal and the division chairmanin their ability to point up Specific factors within the evaluation, with-out using a numerical approach to measurement of performance.
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West Hartford

39

Evaluation Policy
1. Produces a numerical score as a summary of the teacher evaluation.
2. Includes an evaluation of the teacher's contributions outside the classroom

and school.
3. Provides little provision for self-evaluation as part of the merit-rating

program.

The Teacher Evaluation Form consists of 20 items. (There are
three alternate sforms, with a different one used each year or in. the
same year if a reappraisal is necessary.) Each of the 20 items is scored
on the baths of its prevalence, or frequency of occurrence, as an indi-
cation of the teacher's effectiveness. The evaluator is offered five
choices as an indication of fulfillment of the criterion. He places a
numerical symbol in the appropriate column which follows each
statement as follows:

TFar exceeds the brio performance of the typical West Hartford teacher,
consistently creating and taking advantage of opportunities to fulfill
this item

I--Intermedite performance between T and It.
RBasic performance of the typical West Hartford teacher who is expected

to and does perform at a very commendable level without regard to
experience.

E-7-Intermediate performance between R and M.
M--Below expected performance level of the typical West Hartford teacher.

Not aware or does not take advantage of opportunities available.
This may be due to lack of experience.

T-15, E=2, M=s1.

One of the three alternate evaluation forms includes the following
items to which the above scores of prevalency are to apply:

1. Helps children develop poise.

2. Works on professional committees.

3. Correlates subject matter with other aim; of work.

4. Delegates responsibilities with adequate follow-up.

6. Creates atmosphere conducive to learning.

8. Instructs in effective study skills.

7. Shows proficiency in subject matter.
8. Adapts to new situations.
9. Guides rather than directs.

10. Supports school functions.
11. Keeps up with latest dfivelopments in Said related to his teaching.
12. is Arm

13. Gets pupil to realize purpose of what he learns.
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14. Provides enrichment through field trips.
15. Commands respect of professional associates.
11. Returns students' assignments promptly.
17. Provides opportunity for student creativity.
18. Uses to advantage skill In pupil grouping.
19. Shows creativity in preparation of daily work.
20. Seeks assistance from others.

Each of the items is weighted relative to each other. Neitherthe teacher nor the appraiser knows the value of the weights at anytime. Theoretically, such a procedure could result in a one-itemevaluation. The evaluation is made on score sheets adaptable tomechanical marking, and the item weights as well as the final scoreare produced upon dataproceising equipment. The translation ofthe teacher appraisal summary into a final rating score is a rathercomplex statistical manipulation. The goal is, through the use ofthe appropriate statistics, to adjust all appraisal scores to a single uni-form scale which will:
1. Equalise the standards held by the various appraisers.
2. Maintain relative weights between each of the 20 Items.
3. Equalise the effect of varying years of teaching service upon the ratingreceived.

West Hartford, unlike any of the other five districts, providesno descriptive statements of the criteria items. This omission isintentional and is based upon the fact that the items were developedon a basis of a prior agreement among the teachers as to the importanceof each item. It is stressed that a common understanding of themeaning of the item does exist between the appraisee and the appraiser.The addition of terminology to elaborate the item would, it is felt,alter the original meaning as agreed upon by the teachers duringthe original proceps which established these three lista of criterialitems from some 400 which were considered. Thus, each item meansto either the appraiser or the appraisee whatever he, in each case,thinks that it means.
Means and deviations are computed on four teacher groups, classi-fied by the number of years of experience. Only the 8-11, and 12 andover, are applicable for merit salary purposes.
Again, it is emphasized that the deviations from the mean determinethe numberpf annual increments. They do not determine the numberor proportion of staff which may be7receiving the merit awards atat any one time.
Teachers eligible for the first and second merit awards are thosewho score not lees than 0.75 and 1.75 etandard'ileviadona above the



ALUATION PROCZDURI 41

mean, respective of their own experience group. Percentagewise,
this is approximately 25 percent of the group for the first merit award
and an additional 5 percent for the second. The top 5 percent are

described as superior teachers, the next 25 percent as considerably of
moderately above average.

Evaluation Policy

Summit

1. Produces a numerical score as a summary of the teacher evaluation.
2. Evaluates the teacher's contribution to activities outside the classroom.
3. Makes no provision for self-evaluation as a part of the merit rating.

The Summit evaluation program is marked by its emphasis upon
(1) a need for uniform techniques and standards which are agreed
upbn and understood by both the teacher and the evaluator, and (2)
a comprehensive position analysis of the public school teacher.

Certain characteristics are apparent as a result of these two
emphases. The recording of factual data, the preparation of a final
rating, and the evaluator-teacher interview are considered to be
amenable to rather formal, standard, and uniform procedural instruc-
tions. Second, the performance appraisal manual used in Summit
indicates that the rating should precede the interview. This would
appear to be a denial of the importance of a self valuation approach.
Lastly, the appraisal guidevis quite detailed in terms of format and
stresses the importance of a position analysis or job description of
the teacher. This position analysis ,is not, however, basically dif-
ferent in substance from the criteria used in Canton, Ladue, or Rich.

Major responsibilities of the teacher and their relative weights
for evaluation purposes are:
Remissibility &Woe psi/al

Character development 2
Classroom management 2
Curriculum development
Daily preparation_ . _
Knowledge of subject matter 3
Public relations 1
Pupil evaluation 1
Pupil-teacher relationships 3
Schoolwide and systemwide effectiveness
Techniques of instruction 3

From the 10 criteria, Summit produces a total rating score.
Critical scores are established, and the achievement of a sufficiently
high rating score enables the teacher to be eligible for the merit
awards as well as the Master Teacher Classification.
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Weber
Evaluation Policy

1. A final numerical rating score. critical for salary determination is notdeveloped. However, a numerical summation of the classroom observa-tion part of thy, eyaluation is produced.
2. Evaluation for inerit salary is limited to classroom and extraclass school'activyties.
3. Little provision self--evaluation is made.
4. Participatiop 1,t\3 the merit program is voluntary on the part of the teacher.

Although W4er does not develop a final numerical rating forsalary purposes, it does make a strong effort to quantify, or measure,teaching effectiveiiess. The classroom observation procedure whichproduces a numerical score is the most highly structured of the sixdistricts. Theyobservations approach the critical incidence-procedure.For those who agree in a formal statement in writing to participate,classroom observations are made about 8 times a year. Two-manobserver teams are used, with one of the observers usually being theteacher's principal. These teams are not permanent and consist ofprincipals, aupesvisore, and consultants. Each observation lasts aminimum of 30 and a maximum of 40 minutes.
The observation instrument is divided into sections, with eachsection corresponding to a 5-minute time interval, the instrumentmaking provision for 8 such intervals. A code is then provided tor theobserver to mark the occurrence of certain specified behavior as itoccurs, or does not occur, during each 5-minute interval.One observer makes the coding; the other maintains a record ofverbal and nonverbal interaction between the pupils and the teacher.Following the termination of the observation period, the secondobserver also codes the observation instrument and from the twoa- consensus observatiqn code is prepared. All notes and recordsare then given to`the Merit Study Office for inclusion in the teacher'sevaluation file. Following the observation, the teacher has an inter-view with one of the observers, and any comments which he wishesto have inserted into the file are then prepared. This interview isrestricted to the observation report. Remedial and,growth programsare not discussed.

The classroom observation recordings .thus become the mostimportant base for the final evaluation summary. Additional infor-mation which is used includes:
1. National 'reacher Examinations.
2. Pupil Achievement Tests.
3. A recorded statement of time spent in out-of-class activities.4. A personnel data sheet of education, experience, writings, etc.

to
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5. A teacher's "List of Imposed Variables," which includes factors whichtend to limit the teacher's degree of effectiveness and over which he has

no control.

The observation code plus the "List of Imposed V ables" consti-
tuCe the major determinants for Consideration in the evelopment of
the final merit rating. A final interview is held with the Merit
Salary Study Director.

The Weber definition or standard for effective teaching is based
upon the seven conditions for effective learning as Outlined by Frand-
sen.' They equate effective Witching with adequate consideration
by the teacher to:

1. Maturity and abilities of the child.
2. Teacherguidance in showing or in arranging conditions for self-discovery

or how to accomplish goals effectively.
3. Goal-directed drill and practice.
4. Perception of the effects of provisional trials.
5. Provision for generplization and transfer.
6. Motivation.
7. Freedom from anxiety and distorting activities.

These seven conditions then become the basis for a tabulation or
frequency count of the number of coded incidents occurring during
the observation period, or the total of the "critical incidents" re-
corded during the 5-minute time segments.

Finally, it should be noted that the teacher's effectiveness is evalu-
ated almost "solely in terms of classroom behavior. Extra-class
activities are evaluated on a defined time variable, but these are
exclusively school activities.

I Arden N. Frandsen. How Children Learn: An Educational Psycbologyi, New York, McGraw-Hill
1957. p. 46-47.

.



Chapter V

Summary
THERE ARE several major points which may be discussed in terms
of the material presented in the preceding chapters. Basically,

these points are concerned with the need for a careful delineation of
goals, policies, and procedures thiough which merit salary programs
emerge from the area of principle into operational existence 'in a given
school system. And as has been suggested, the value of a merit
policy over any other salary policy should be determined kir the goals
of that policy. Thus, there must be a careful distinction between
accepting or rejecting merit salary policies on the basis of (1) merit
programs as opposed to (2) the merit salary principle. the ftiture
of merit salary programs as being a partial, or total, solution to the
entire teacher compensation problem might better be discussed on
the basis of the goals of the merit salary program rather than upon
the program itself.

The Distinction Between Merit Programs and the Merit
Principle

Certainly a good deal of the controversy which surrounds discus-
sions of merit salary programs for teachers centers on the techniques
and devices through which a teacher is rated slid then paid in accord-
ance with that rating. The rating procedure, the amount of the
salary differential, and the frequency of the observations exemplify
such program characteristics. Although these regulatory tools are
important and necessary, they are only a method of implementation
and must follow rather than precede any discTsion over the need for
a merit salary program. It is assumed that merit salary programs
are established because of a need which has arisen out of a dissatis-
faction with current salary policies.

And, too frequently, dissatisfaction with current salary policies
has centered on characteristics of the school program whose causal
relationship with salary policies is open to question. It has been
stressed within this text that the need for and the existence of sound
staff evaluation, supervisory, and development programs are not
necessarily a function of the salary program. It is true that one
procedure for the improvement of these programs may be a change

45
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in salary policy. However, this. change need not be viewed as thesole alternative.
A second major dissatisfaction with current salary policies has beenstated as their inability to reward superior service. Merit salariesare then proposed as a means of encouraging, identifying, and re-warding such service on a differential basis.
In both of these two areas of dissatisfaction, there may exist alack of distinction between merit salaries and the rating, or evalua-tion, through which the salary is determined. If this distinction isaccepted, it becomes possible to look at the merit salary policy con-cept as something discrete from other reward programs. The ques-tion then centers around the nature of the uniqueness of a meritsalary program which no other salary structure has to offer and towhich there is no alternative. The issue of merit salaries becomes

solidified.
The acceptance of the uniqueness of the principle of merit salariesfor teachers may take the following route. First, it may deny theprevious refutation ot a one-to-one relationship between improve-ment of instruction and differentiated salaries on the basis of per-

formance. The relationship is accepted though the assumptionthat such a salary differential does indeed motivate superior per-
formance. Second, and perhaps more important, is the effort to
establish the goal of a merit policy outside the instructional improve-ment area. This, of course, is exemplified by the position which
views the automatic salary schedule as being contradictory to the
economic system of this Nation and for which the teacher shouldserve as a model. This is not a position frequently utilized duringsalary discussions. Yet, one interesting feature of it is that in aNation with a highly decentralized educational system, relying uponthe resources and aspirations of the individual community, it has
received little attention as a support for a position favorable tomerit salary programs. It has the advantage of providing both the
uniqueness which is necessary for a justification and it also is outside
of the "burden of proof" question.

The issue of merit salary programs for teachers becomes more
solidified as this question of uniqueness is resolved. Their valuecan be better discussed when, or if, such a uniqueness can be estab-
lished and then weighed against the alternatives.
The Search for Objectivity in Evaluation

The effort by many districts with merit salary programs, and thismay well apply to those without, to strive for a high degree of speci-
ficity in their evaluation procedures is apparent when these procedures
are examined. Perhaps this effort is associated with the rather
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large testing programs carried on in the schools, or with the develop-
ments in more efficient teaching devices. And, certainly, salary
advances in industry have been closely related to increased proauc-
tivity per employee. To assume that teacher performance can beof

measured may be the reflection of a need for greater efficiency in the
;,educational system. To implement this assumption, there must be
developed descriptions of the goals of education as well as the responsi-
bilities of the teacher in fulfilling those goals. Whether this can, or
more important should, result in the development of measurable

ria of teacher effectiveness as has been suggested is a question
worthy of study.

criticism of the attempt to measure teacher effectiveness does
not in any way suggest a lack of importance of staff evaluation pro-
gisms or that differences in effectiveness are not identifiable. Yet,
the apparent difference in approach to determination of effectiveness
as evidenced within the preceding chapters is a significant one.
Whether one is to be considered as an "interim" procedure en route
to the other is a proposition which was not discussed within theteie But for any group considering teacher evaluation programs,
an early decision on which of the two approaches to follow should
be quite necessary.

The Future of the Teacher Salary Structure
The entire reward system for teachers is a complex of such factors

as salaries, fringe benefits, status, class load, responsibility, and
security, among others. The salary structure is obviously an im-
portant ,segment of this total structure. The need for a general
elevation of salaries as at means of improving instruction through the
recruitment and retention of capable teachers is well known. The
directions which these improvements should take are of local, State,
and national concern.

Of important concern within the total teacher compensation prob-
lem is the provision of adequate maximum salaries for teachers which
will serve as one incentive to the extent that the schools can compete
more satisfactorily than now for their staff. One solution would be
to elevate the maximums for the entire profession, assuming that the
Nation would be able to support such an effort. If this elevation is
to be of a significant amount, it is apparent that necessary funds
would be of a prohibitive amount, even if it were a desirable goal.

One alternative to this general raising of the maxirhums is to provide
for some differentiation on a selective basis, presumably according tothe performance level. It is at this point in the much larger problem
of teacher compensation that the issue of merit salaries enters the
discussion. The fact that the encouragement and rewarding of
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superior perforthance on a differential salary basis may be accomplished
through means other' than merit salary policies has been previously
stated. Which is the best means is another question. The school
districts cooperating with the preparation of this bulletin have accepted
the merit salary approach as the most appropriate salary policy.
Other districts have approached the problem of salary differentiation
through other means.

The merit salary question is but one part of the entire reward
system and of the total salary structure. However, it is of sufficient
interest as an innovation to warrant its inclusion as one part of any

I discussion of the total teacher compensation problem.

e.

p

e



Chapter VI
Extracts From Programs

THERE ARE certain- features which particularly highlight eachI of these six districts. One such feature from each program has
been selected for presentation in the form of a reproduction of written
material from each district.

Canton
History of the Development of an Evaluation Program for

Teachers in Canton, Conn.
A few years ago the teaching staff in Canton, Connecticut, -considered at somelength the relative merits of an evaluation system for teachers; that is, a system

enabling the responsible powers not only to reward more adequately those whodo an excellent job and those who are competent as the years go along, but also
to improve teachers who are not doing satisfactory work or otherwise to release
them.

A few meetings were held involving the superintendent, the principals, and
representatives from the teachers group. A considerible amount of spade
work was done and a draft of an evaluation sheet was drawn. After further
analysis it was decided by all concernedboard of education, school administra-tion and teaching staffthat the town was not ready at that particular time toincorporate a system of evaluation which would be reflected in salary.

In the next next two or three years, evaluation was discussed informally butno particular progress was made. Nevertheless, a representative group from theteachers and the board of education did meet periodically to discuss various
personnel problems. Such meetings established a closer relationship and broughtabout a clearer understanding of the functions of each in the operation of a schoolsystem. (Understanding Is of primary importance before evaluation of teaching
personnel can be seriously considered.)

In the-latter part of 1956, the teacher-board committee met again to discuss
future salary adjustments. Part of the discussion centered about teacher evalu-ation and the effect it would have upon the system. Both the board of educationand the teacher representatives agreed that two factors form a basis from whichmerit springs--one, an adequate salary base, and the other, useful and sound
criteria that define the attributes of a competent teacher. It was considered
paramount that the evaluation should not, and could-not, be placed on a competi-
tive basis. Teachers would have to be evaluated in relation to established criteriaand not in relation to each other.

An adequate salary base, meeting with the approval of the board of educationand the teachers, was established. An Evaluative Criteria Committee, consisting
of seven teachers, four board members and four administrators, was formed to
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carry on research and to construct the evaluative criteria. The teacher membersof the committee were elected by the teachers' association and represented allgrade levels; the administrative representatives included the superintendent ofschools and the three principals; the board representatives were selected by theboard of education.
At the first committee meeting, it was decided that the minutes of each meetingwould be made available to all staff members and that other staff and board mem-bers could attend any meetings. Variousmerit plans were presented, reviewed andconsidered. At one of the early meetings a paper entitled "The California State-ment of Teacher Competence" was presented. The areas identified with com-petency were not only clearly defined but also broad in scope. Because thisstatement dealt directly with teaching competence it was accepted as the basis forthe development of evaluative criteria.
As the material for the criteria was worked and reworked, the committeemembers realized that this task was indeed a challenge, with many ramificationsand of serious consequence. Careful scrutiny became the by-word. As eacharea of the criteria was presented, committee members were almost hypercriticalof the content, interpretation and wording.
Finally, the criteria were completed and ready for presentation. A copy, witha form enclosed for comment, was sent to every teacher in the system and to allboard members. Each was urged to consider these criteria most carefully and tomake general or specific comments or suggestions. A reply was requested fromall staff members to insure each teacher the opportunity to state his position.Almost all teachers returned the comment sheets with obseriiations. The com-ments were most favorable, changes suggested were made, and the new ideasIncorporated.
The committee next set about the task of ,classifying the various major areas ofthe criteria, computing rating scores and weights, and determining the way inwhich the criteria would be associated with salary. It was unanimously agreedthat the Building Principals would assume the major responsibility in the evalua-tion of teachers and that a Personnel Review Boaid would be established to reviewany situation where it was felt necessary by a faculty member.
After thirty meetings, the Evaluative Criteria Committee had completed itsassignment and presented the finished product to all concerned. Both the boardof education and the teachers accepted the criteria and evaluative procedures.Thus, in September of 1957 the evaluation of teachers began. It has continuedsuccessfully ever since.

What has been our experience over a period of five years? One, in the firstthree years it was essential to make revisions in the criteria, and procedures forbetter understandings. Two, approximately 21 percent of the staff receivedsuperior ratings each year, 20 percent during the first three years, 24 percent thefourth year and 22 percent in 1961-62, the fifth year. Thrie, instructionalleadership and supfrvisory service increased substantially. The principals notonly became more closely associated with their respective staff but also with theirprograms and the attendant results.
The development of our evaluation program has been given in some detail.This detail is required to demonstrate that the process must be a careful one andthat it is at times lengthy and laborious. Our experience has shown that threeimportant facts must be understood if success is to be achieved. One, an evalua-tion plan must not be instituted overnight, nor can it be thrust upon the staff.
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Preferably, it should come from the grass roots level and be arrived at cooperatively.
Two, its goals must be to improve teachers and to provide better instructional
services; and certainly not be punitive in nature or intent. Three, the policies,
procedures and machinery for implementation must be clearly understood by all
concerned. If these factors are taken into aceount and if patience and under-
standing are exercised, then an evaluation plan related to teacher salary can
become a reality.

Ladue
Ladue has based its salary policy of merit pay upon its statement

of the purpose of public education. The purpose is defined as follows:
The fundamental purpose of public education in this country is to promote

the total development of children and youth so that they may adjust and contrib-
ute-to the democratic way of life. Two concepts are involved: First, a concept
of human development which pertains to the "whole individual," and, second, a
concept of democracy as a "way of life."

The "whole individual" idea is based upon sound psycholoigcal principles and
holds much promise for the success of democratic living. It takes account of
the fact that human beings grow as integrated wholes rather than by parts and
that the intellectual, social, emotional, physical, and moral aspects of their develop-
ment are all dependent upon one another. Strong school programs provide for
all aspects of growth at the sanle time, although emphasis is placed upon Intel-
lectual development which includes the knowledges and skills necessary for good
social adjustment. Intellectual, social, emotional, physical, and moral growth
all contribute to the total development of children and youth and make it possible
for them to live better with other people.

The "democratic way of life," as exemplified in this country, is a plan to govern
the affairs of the people. The political, social, economic, and moral aspects of
the plan require definition in terms of popular concepts tp that the purpose of
public education can be more clearly understood.

The political aspect may be defined as "A form of government in which supreme
power is retained by the people and exercised indirectly through representatives
of the people." Laws are made by the people or by their representatives rather
than by an individual.

.
The social aspect includes two basic tenets. The first pertains to social position.

It holds that our society is dynamic rather than static and contains no permanent
ruling class by virtue of heredity or inheritance. An individual may move from
one strata of society to another depending upon his desires, capabilities and efforts.

The second tenet deals with human relations and pertains to the method through
which people are governed. . It holds that those affected by a policy should share
in formulating that policy. This does not mean that those affected by a decision
should share in making the decision. It does mean that either someone in a status
position or one of the group affected should assume the responsibility of making
decisions in terms of the policy formulated.

The economic aspect is conceived to be a capitalistic system of economy based
upon competitive endeavor which permits freedom of choice in selecting a means
of livelihood. Individual initiative and enterprise are encouraged and rewarded.
Except for controls imposed by law, determined through democratic political
processes, and for the restraints of social and moral codes set by society and
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dictated by his own conscience, an individual may conduct his afftdrs as bechooses.

The moral aspect is based upon the ethics of the Judaeo-Christian culture andshould govern political, social, and economic affairs. It relates to the conscienceof an individual which affects his personal life as well as his relationship withothers.

An individual who deviates from the Ethic unknowingly may be consideredto be amoral and is not affected by a conscience since he is not aware of wrongconduct.. An individual who knowingly deviates from the Ethic may be con-sidered to be immoral and is affected by conscience.
rThe democratic way emphasizes "the freedom and Arnity of the individual,""equality of oppoitunity," and "the individual's responiibility to his fellowmen."Its success or failure depends upon the people w"ho are a part of it. The functionof the public schools is to perpetuate and work to improve democracy by develop-ing in children and youth the ability, understanding, and willingness to makeit work.

Rich
Rich has endeavored to relate the merit salary program and evalua-tion procedure with a professional and personal growth program. Ithas done this through the provision of an extended contract whichinvites the teacher to participate in a district-finabced, long-rangeprogram of professional development. An example of such a program,as submitted and approved at Rich, follows. It is not reproducedin its entirety, but includes certain pertinent sections of a 4-yearprogram as outlined by a Division II teacher currently on the Richfaculty.
Some aims for the forthcoming 4 years which have grown out of

experience and opportunity at Rich follow:
PrO*tgraM8 of Activities

Summer 1960
A John Hay fellowship at Bennington College. A discussion of a fewgreat books. Courses in .American philosophy and the criticism ofpoetry.

Summer 1961
A summer of travel, including a visit to the Soviet Union if visas areavailable.

Summer 1969
A contribution to the Rich summer program teaching in the humanitiesor in language, working out an "unschoolish" coulee appealing andappropriate in a relaxed summer atmosphere.

Bummer 1963
A summer of study at a Russian institute sponsored by the NationalDefense Education Act, or at the University of Indiana or MiddleburyCollege.

Sabbatical Year 1963-64
A selection among these possibilities:

Exchange teachership to Russia, Britain, or France
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a

John Hay fellowship at Yale

Travel to Europe, Africa, Asia, Australia

Some Specific Contributions for Which To Strive
Literature

To expand the insights gained and the techniques of selectivity and dis-
covery applied in the English honors program
To direct a more discriminating and appealing program of reading and
discussion of literature
To encourage a greater interest in literature among students of all levels
by urging not formal analysis but the test of subjective experience

History
To refine the course in modern historyrurging that history be viewed as
the vital and corrective study behind current affairs

To promote the sense of discovery in the study of modern history and
give it the vitality and popularity it currently enjoys at Oxford and
Cambridge

Language
To strengthen the Russian program by a cautious expansion of techniques
related to the particular bents and skills of the class and by developing
material for advanced classes and individual and adult students of
Russian

The humanities
To urge not only the distinctions but also the unity of literature and
history

To excite incoming freshmen with the enjoyment of learning
By an imaginative selection of books to read and ideas to explore, to give
them a good start toward a program of substance in the humanities

Composition
To create the proper atmosphere and offer abundant opportunity to
practice good writing

By constructive criticism of student writing to eliminate/the gross, the
redundant, the effected, the sensational, the ornamental in their writing
and save only the sensitive

The Area of Student Responsibility
To encourage among students self-discipline and a sense of responsibility
rather than mere obedience to rules
To encourage class and in student council a greater participation in school
and classroo life

To encour e among students a more constant, enlightened, and constructive
system of evaluation and self-evaluation

Summit
Summit developed its personnel appraisal program through the em-

ployment of a management consultant firm. As previously noted, the
program is marked by a position analysis of the teacher. This position



54 MERIT SALARY PROGRAMS

analysis includes 10 major responsibilities, with each major responsi-bility being divided into a series of key duties.
One such major responsibility is Daily Preparation. The standardof performancrfor this responsibility is met when the preparation isadequate to achieve the objective of the dayt, lesson.

Key Dutlea
1. Prepares and writes daily lesson plane w will oontribute to effectiveteaching.
2. Develops, plans, and provides learning situtfons for simultaneous groupactivities.

3. Devises and develops a variety of activities land resources to assure stimu-lation in the teaching process.
4. Enlists pupil participation in the plannfi4g process as required by thesituation.
5. Fits daily plan into established teaching 4nit within the course of study.
6. Procures and organizes in advance mater1,11s, equipment, and supplies foruse In class.

7. Pips activities to meet individual needs and differences for the alow,average, and gifted learner.
8. Makes appropriate arrangements In Miler to use effectively resourcepeople, community organizations, field tip and excursions to stimulatethe learning process.

r

41%t9. Makes daily lesson plans, seating charts; andre ohing materials availablefor substitutes.

Weber
The Weber evaluation program is characterized most significantlyby its Teacher Observation Code. The columns in the top sectionare coded by one observer in accordance with classification guide fornumerical coding developed at Weber. Each column represents a5-minute period of observation in the classroom. The lower sectionis also coded, with the code representing an ordinal number corre-sponding to the 5-minute observation period in which the particularteacher behavior was noted. The narrative part of the form (on pages55 and 56) 4) compiled during the observation by the second of thetwo observers.

Weber-1st GradeRandom Grouped
January 25, 1962.

1:15Orientation. Has 32 1st grade students, large mural on wall of penguinand boys and girls sleigh riding, snowman, snowflakes, numbers chart, storiesprinted on charts, igloos and &Wino, science corner, country store, farm animals.
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EXTRACTS FROM PROGRAMS 57

1:15--Teacher asks class what we were talking about yesterday. Teacher
holds up chart displaying money. Teacher and class count aloud number ofpennies make a dime. Teacher questions, pupil answers. Teacher structures
class. Teacher points to various coins and class tell what it is. Teacher hastable with items to sell. Toy doll, 100, buttons, 1f, box, 10. As Teacher
holds up item class tells how much It costs. 1:17Boy acting as storekeeper.
Girl goes to store and buys item and makes right change. Teacher comments
on items, various ones will buy and class laughs.

1:20Class continues to go to store to buy items from storekeeper. This
continues. Teacher assists various pupils to make right change in money.
Teacher asks pupil to help a boy buy pig and wolf at store. Class enjoy this
means of teaching money and value. Boys go to store with money and buy
items at store. Teacher orients class members. Teacher comments about boyhaving to go home for more money to buy what he wanted. Class laughs.Teacher points to chart on money to explain problem. Pupil acting as store-
keeper gives right change back to buyer.

1:25Class move into new activity. Each table goes to shelf and gets work
book. Unit in work is on money. Teacher tells class page number to work on.
Teacher moves about assisting individuals. Teacher questions, pupil answers
on first picture of money. Class holds up bands to answer. Teacher usesblackboard to write 5 cents to show class how to do work. Teacher questions,pupil answers. Teacher says all right. Right answer on line. Teacher ques-tions, pupil answers. Teacher says "Good". Teacher cautions class not to tell
answers aloud unless called on. Teacher questions, pupil answers how manypennies make a real nickel. Teacher shows real nickel. Teacher shows onenickel and three pennies. Calls for someone to give right answer. Pupil doesthis. This continues.

1:30Teacher calls for answer. Claim; gives answer aloud. Teacher questions,
pupil answers. Pupil raises hand to answer. This continues. Teacher question,pupil answers. Pupil says yes. ,1:31Teacher has class change activity andput work book away. Teacher hands out paper to group leaders of each table.Teacher moves table out of way. Teacher structures class on next assignment.
Teacher asks class to put papers and pencils down. Teacher says "We arewaiting for everyone."

1:33Teacher structures class. Teacher orients class. Teacher asks what is
a penguin. Pupil says it is white and black, has beak, etc. Has orange beak.Teacher continues to have class tell all they know about penguins. Teacherquestions, pupil answers. Discussion continues.

1:35Teacher and class continue to discuss about penguins. Teacher comparespenguins to size of little girl. Class laughs about penguins waddling when theywalk. Teacher asks class to get ready to write.

West Hartford
West Hartford has made a great effort to provide an objective,

statistical measurement of teaching behavior. A summary of the
West Hartford merit appraisal program was presented to the 1962
meeting of the American Education Research Association by the
West Hartford superintendent of schools. This summary included
the following material:
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Safeguards
To insure the greatest possible degree of accuracy in appraisals, a number ofspecial features were built into the new plan.
First, the items selected for use were those on which 400 teachers and admini&.trators showed high degree of agreement as to relative importance. Viaa modification of Thurstone's equal-appearing-interval rating procedure, 60 itemsout of an original list of 140 were retained.
Second, three alternate forms, 20 items each, were prepared. These are to berotated in use yearly, but arry teacher may request a second appraisal by a secondappra4er on either one of the two non-currently used alternate forms.
Third, each appraiser must discuss results with the teacher before submittingthe form for scoring. Further, he must secure signature from the teacher toshow that such conference was held. Neither the teacher nor the appraiser hasknowledge of the item values (even though these were assigned, in the firstinstance, on the basis of teacher and administrative opinion).
Fourth, appraisals for all teachers are made annually. This insures thecollection of the necessary norms-and lets all teachers, once a year at least, knowwhere they stand.
Fifth, item ratings are adjusted for differences in rater discriminability. Toeach item any one of five responses may be given. One principal may see manydifferences among teachers. Another may see few. To make final appraisalresults independent of differences in rater discriminability, each appraiser's itemratings are transformed to a distributio9 with a predetermined common mean,standard deviation and variance.
Sixth, teaching merit is determined by the extent to which each Item responsediffers from the mean item response for all teachers in an appropriate experiencereference group, Teachers are divided into four experience groups: (1) 0-2years; (2) 3-7 years; (3) 8-11 years; (4) 12 years and over. The West Hartfordteacher salary plan assumes gradual increase in teaching effectiveness withexperience.

On a preliminary (and anonymous) trial of the appraisal forms, teachers withgreater experience did, in general, receive the higher ratings. Adjustment forthis fact was made in a manner analogous to that used in developing the Stanford-Binet intelligence test. Item weights are adjusted so that a teacher's performanceis compared only with that of other teachers in a comparable experience group.This is done in such manner, however, that the final appraisal score can beco-mingled, for comparative purposes, with scores of all other teachers regardlessof experience. This adjustment, which is one of the two most distinctivefeatures of the West Hartford appraisal plan, lies at its very heart or core. Thefact that there was a change in proportion of favorable response according toexperience, and the fact that this development sequence could be utilized asa basic cr 14.Qn in terms on which to validate or standardize the appraisal formsis one of the most significant outcomes of our West Hartford studies.
Seventh, the final and effective item weights are those assigned collectively byteachers and administrators. As stated earlier, all appraisal items had to survivea modified equal-appearing-interval sorting procedure. By advance agreementwith teachers, the mean item ratings resulting were to become the effectivescoring weights. Therefore, once the adjustments for experience had been-made,,item response variances were multiplied by the agreed-upon effective weights.
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This caused each item to contribute to the total appraisal score in accord with
its own variance, this variance having been made proportional to the desired
effective weight.

Eighth, all appraisal scores were adjusted for variation in rater leniency or
severity in rating. West. Hartford has, in general, one appraiser per school. On
the assumption that schools are staffed equally, the appraisal scores for each
school were transformed to a distribution having a predetermined common
mean (100) and predetermined common standard deviation (.20).

Ninth, teachers to qualify for merit awards must secure appraisal scores which
deviate by stipulated amounts from the mean appraisal score of 100. This is
the second of the two most distinctive features of the West Hartford appraisal
plan. All teachers with tenure are eligible for one or two merit award increments.
The first can be secured at the eighth step or anytime thereafter when earned.
The secotid can be secured at the twelfth step or anytime thereafter when earned,
provided that he has previously qualified for the first merit increment. To
qualify for the first increment, a teacher must secure an appraisal score 0.75
standard deviation units above the mean appraisal score of 100, i.e., 115. To
qualify for the second merit increment, a teacher must secure an appraisal score
1.75 standard deviation units above the mean appraisal score of 100, i.e., 135.
When appraisal scores are normally distributed, approximately 23 percent of
the teachers can qualify for a first merit increment; about 4 percent for the
second. The important feature is that the greater the pressure for high appraisal
scores, the greater the leftward (or low-score) skewing of the distribution and
the less the proportion of teachers who qualify for merit increments. In most
appraisal systems penalties, if any, seem to accrue to teachers with severe
appraisers. In the West Hartford appraisal plan penalties, if any, will accrue
to teachers with the more lenient appraisers. There is already ample evidence
that till; device worked as intended. Principals who were over-lenient in 1961
have vowed that they will not make this mistake when preparing their 1962
appraisals.

Tenth, all results are subjected to thorough and continuous analysis. These
are reviewed at weekly meetings held by a central committee with teacher
representation. This committee invites, receives, and acts on suggestions and
makes recommendations whenever appropriate. These are submitted to the
Superintendent of Schools for his and, if necessary, for Board of Education
approval.

;Principles of Merit Salary and Evaluation Programs
*.e

Several of these six districts have prepared statements of principles
necessary for the establishment and development of a merit program.
These statements include:

Ladue
Principles of a Salary Schedule

a. The schedule should be adequate to maintain a professional standard of
living. Every teacher needs a salary sufficiently large to provide proper
food, attractive clothing, comfortable shelter, and security for the future.
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A subsistent salary is not adequate. Teachers must find it possible toutifike more fully cultural and educational resources if tike children withwhom they work are to have school experiences which are rtcb, wholesome,and in keeping with their out-of-school experiences.
lb. The schedule should provide for remuneration and ;advancement on thebasis of competency, experience, training, and over1,1 value to the schoolsystem.

0. Competency should be determined by the administrative staff on thebasis of criteria developed by teachers and administrators.
d. The schedule should provide salaries which will attract outstandingpeople and encourage them to remain in the school system.
e. Increments leading from minimum to maximum salaries should be largeenough to serve as incentives for improvement.

Evaluation--Recommended Procedures
a. Evaluation must be made by professional persons who

(1) Are trained in educational administration, educational method's,and have developed a philosophy of education consistent with thatof the school system.
(2) Are in direct professional contact with persons being evaluated.
(3) Understand the role of the teacher in the total school program andevaluate, without bias or prejudice, the effectiveness of that indi-vidual.

(4) Have adequate time available for classroom visitations and con-
ferenoes.

(5) Are adept in the methods of counseling.
(6) Are familiar with the objectives and the traditions of the school

system.
b. Evaluation must be continuous.

An evaluation should be a continuous process, rather than a periodic
procedure, and should call for constant appraisal of aims and techniqueswith recommendations for future progress. Self-evaluation is a vitalpart of this process. Such continuous . evaluation demands a clear
understanding between the evaluator and the teacher of the manyfactors involved. In order to develop and maintain such understanding,the following techniques are suggested:

(1) Orientation conferences
(2) Subsequent conferences
(3) Meetings concerning the evaluation program
(4) Classroom visitations and general observation

c. Evaluation must be amenable to record.

Rich
Some Principles of Merit Pay

I. Any statement concerning merit pay must be simple, direct, and concise.The program clearly stands alone. There is no room for "merit plus
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base pay." The entire program must be merit, and each teacher must
be "on merit."

2. The program must be based entirely on teacher effectiveness. It is
not how many items or activities the teacher covers, but rather how
well he does in those to which he was assigned, whether or not by mutual
consent.

3. Merit pay may include effectiveness (a) over greater numbers, (b) in
key positions, (c) in one-of -kind. position, (d) degree of replacement
possibility; but the main emphasis must remain on teaching and in the
school as a whole.

4. The teacher must have an effective part in all merit rating.
5. The merit program must be designed specifically for each school system.

It is virtually impossible to select a program from another system and
expect it to be completely effective.

6. The merit program costs money. In the natural process of selection,
the poorer teachers are sloughed off and the staff is upgraded substantially.

7. The normal curve of probability ceases to exist after the fifth year of
the program; the "average raise" ceases to be meaningful after the
third year of existence.

8. The integrity of the evaluators must be unquestioned, including the
self-evaluation of the teacher.

9. Rating checklists are virtually useless in the merit evaluation plan.
Summary anecdotal techniques appear to be the most trustworthy ap-
proach at the present time. Merit rating demands a broad program of
live observation of the classroom procedures and provision for easy
conferences with immediate supervisors.

10. The program must have avenues of appeal. Every person whose
progress appears to be less than his expectation quotient deserves
lengthy, warm, cordial conferences concerning his evaluation. Every
person hired into the system must have the merit plan explained fully
to himself and to his wife.

11. The entrance salary program must be flexible to allow for experience or
special fields. It must not specifically count credits, experience, or
degrees in some places other than the school system in which the candidate
proposes to teach. It should permit the doubling of the entrance salary
within 10 years, preferably 7.

12. A merit program may include those teachers who are invited to teach
for 9% months and those who are invited to plan for a 12-month program.
The latter may be one in which the teacher indicates professional growth
rather than continued employment for the school district on a time
basis.

13. The program should provide for rapid increases to the top of a dollar
level. Teachers should recognize then that salary increments in the
15th, 20th, or even 30th year will be smaller and come less often than
for those below the 10-year level. Teachers who show early that they
are outstanding may be appealed to, through the laws of reason alone,
not to expect the doubling of salary in fewer than 7 years.

14. Evaluation of a total teaching staff must be done regularly, perhaps every,
3 years, with supplemental evaluations more often; A variation is to
evaluate annually in the first 10 years of service, and every 3 years
thereafter, with supplemental evaluation.
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15. The basic principle underlying the merit program assumes that differences
in teaching effectiveness are discernible and ought to be subject to
differential salary awards.

West Hartford
The following statement of guiding principles was presented by the

superintendent of schools at the 1959 Merit Workshop held at
Syracuse University.

1. A merit pay plan is not likely to succeed unksi a good basic professional

salary schedule is maintained.It is an illusion to think that introduction of
merit pay will correct an inadequate basic salary plan or that it can be used
as a scheme to reduce teachers' pay. Compensation for meritorious service
should be something "over and beyond" an already good schedule.
2. The merit principle must operate in all administrative actions pertaining to
perunelincluding initial selection, evaluation for tenure, advancement on

the schedule, promotion within the system, etc.The professional administrative
staff must have freedom to operate the school system on a merit basis and
be free from outside interference by politically minded board members or
others who may try to exert pressure or control.
3. The prime principle underlying any merit pay plan should be the improve-
ment of instructio n.A merit schedule should be based on the assumption
that instruction is the chief function of the school and that what happens to
children in the teaching-learning process is all-important. Any plan for
increasing the ceiling of opportunity should result in the recruitment of more
of the able minds into teaching. Furthermore, it also offers a way of keeping
superior teachers in the classroom where they can continue to grow and make
their major contribution. Merit incentives are justifiable only to the
extent they reward superior service:
4. A merit system should not be adopted until after sufficient study, and then
only upon thorough understandinl and acceptance of a substantial majority of
the climate for development of a merit pay plan is important.
Teachers themselves must be involved in the process. It should be a
cooperative program developed by all who are concerned. The staff must
be open-minded and willing to examine evidence and give careful study to all
proposals, rather than being forced to develop a plan under pressure. Failure
is inevitable if an unwilling staff adopts,4prematurely, an unsound program
impossible to adminisder.
5. A merit pay plan must be adapted to local conditions.There is no assurance
that a successful plan in one school system can be transplanted to another:
There is no universal pattern. The philosophy behind the plan and its
method of operation must be worked out by those concerned.
6. Any merit pay plan must have the complete understanding and support of the,
administrative personnel, the board of education, and the public.Because the
superintendent, the principals, and other administrative officers will be chiefly
responsible for the administration of a plan, it is essential that the procedures
proposed will be workable. In addition, the board of education will have to
approve the necessary funds to operate the program. Consideration should
also be given for informing the public and enlisting their understanding and
support.
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7. There should be iced- defined standards of evaluation agreed to and understood
by those who are to be evaluated.The key to the successful operation of a
merit pay schedule is judgment based on evidence. Teachers should know
the criteria by which they are to be judged. They should know where they
stand and should be aware of their strengths and weaknesses. Opportunity
should be given, through conference, for teachers to review the facts.

8. Extra merit awards should be commensurate with the value placed on
superior service.They should be large enough to offer a real incentive. It is
ridiculous to go through the process of selection only to offer a paltry sum to
those chosen.
9. Teachers, must have confidence in the competence and integrity of the adminio
trative staff or others responsible for evaluating teachers for merit pay.Programs
are most successful where good teacher-administrator relations exist. Good
teacher rapport with administrative personnel and staff harmony in the
school system are essential.
10. Sufficient administrative and supervisory personnel should be provided to
insure adequate time for evaluation.Boards of education cannot expect
already overworked superintendents and principals to do an adequate job
in administering a merit program without offering them sufficient adminis-
trative help. It is more difficult to evaluate teaching service and relate it
to the salary schedule than it is to advance teachers automatically on
schedule in terms of credits earned and years of service.

11. Final selection should be entrusted to more than one individual.Rotating
membership on a representative committee is more acceptable because it
tends to minimize individual prejudice and bias.
12. Teachers should be given the right to appeal.They should know wherein
they failed to measure up to established criteria. Procedures should be
established for review by the superintendent or the board of education.

13. Merit awards should be based on predetermined criteria and not on percentage
quotas. ---A teacher who is eligible and qualified should not be denied a merit
award because of some arbitrary limitation.
14. Adequate safeguards should be established to provide continuity of program

from one year to the next.Except in unusual situations, thoroughly understood
by the staff, failure to grant merit awards because of budget limitations will
weaken staff morale and confidence in the merit program.
15. Plans should be made for the continuous re-evaluation of any merit pay
plan.In spite of how carefully a plan Is developed, imperfections will be
indicated. Procedure should therefore be established for periodic review
and modification in the light of experience.
16. Proiision should be made for informing new staff members regarding the
philosophy behind the merit plan, its application and the rights and obligations
of all for whom it is intended.This is especially true in a growing school
system where many new teachers are added each year. A plan can be well-
conceived and approved by a staff and later lost because of failure to main-
tain understanding and support by new members joining the staff.


