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I was asked to talk about teacher evaluation using my crystal ball. If I
was any good with a crystal ball, however, I’d be investing in the stock
market. But I’ll try to do my task anyway, and talk about seven trends
or emergent issues that may come to fruition. I will also note how
these trends might impact teacher evaluation in the United States. I
will not talk about basic skills testing; instead, I’ll talk about other
aspects of teacher evaluation, aspects that I think are tougher ones for
us to grapple with.

Issue 1:  Site-based Management
The press for genuine site-based management and decentralization of
school districts’ authority and budgeting powers by members of both
the left and the right in education is likely to fail for a number of
reasons. Among these is the lack of time available to teachers to run
democratic school management teams in schools. There is also the
lack of training in management and group dynamics for teachers, a
profession that historically has worked alone, not with others. In fact,
teachers have even learned to value that aspect of their work. There is
also the desire among elementary teachers, in particular, to devote
their attention to what they think matters most—classroom issues and
working with their kids. For this reason these teachers resist almost
every effort at intensification of their work. Furthermore, there is not
much likelihood that principals, who now have considerable power
and a rewarding salary, will ever really give up power and authority.
The voluntary renunciation of power has been an event of great rarity
in the annals of human history. Nevertheless, having said all of that,
the fact of the matter is that site-based management has broad support
and is expected to be tried out in a thousand different versions over the
next few years.
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What will happen to teacher evaluation in a school with strong site-
based components of management? The answer, I think, is that
teachers will band together to take over evaluation functions both for
new teachers and experienced teachers, battling with the principal for
power to mold the community that they want. The evaluation methods
that they will use are likely to be amateurish and personal, having little
to do with instructional effectiveness. On the other hand, the
evaluation systems may have a lot to do with the fit of the person to
the school culture that is perceived to exist. We can expect teachers at
the site level to need help in creating sensible and defensible systems
of evaluation for as long as the site-based movement continues.
Already teachers in school districts that are entering into local site-
based evaluation systems are finding that they do not have the time or
the resources to prepare their portfolios for others to judge or the
knowledge of how to judge portfolios and other evidence of success.
That is, they need evaluation expertise at the local level, and they are
getting no such help.

Regardless of how things play out at the local level, I think we can
expect the states to impose themselves into the evaluation area to a
greater extent than they now do, particularly in those areas where they
can legitimately claim authority. The states will require stronger tests
of knowledge for the novice teachers at the end of teacher education
programs. This will be done in the name of “quality standards.” And
the states will need to develop some forms of performance assessment,
simulations, or classroom observations, both for the novice teacher and
for experienced teachers new to the state. They will use these during
the first three years or so of teaching, in order to exert the legitimate
power they have over the granting of full licenses to teach. This will
allow the state to exercise their authority before the local site
evaluation teams take over the evaluative function as part of their
management duties.

Thus, looking into my crystal ball, I predict a substantial increase in
statewide performance assessment (done by the state or contracted out)
during the typical probationary period, as site-based school
management teams and local teacher evaluation systems increase and
take over the evaluative function after the probationary period of
teaching is completed.
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Issue 2:  Programs of Choice
The possibility that programs of choice will come about must be faced,
though in my own state, at this time, there is absolutely no funding that
could be used to promote this idea, and none in the foreseeable future.
But the governor of my state, the ordinary people of my state, and the
power elite, are all interested in choice programs, and thus we can
expect some version of choice plans to occur in my state in the near
future. When choice is instituted, I predict that something interesting
will be noted by those working in state departments of education who
now have a good deal of responsibility for teacher evaluation. In a
state that develops a strong market for choice in schooling, the state
and the local districts are likely to have little incentive for investing
much in teacher evaluation. Essentially, teaching will be deregulated,
but to some unknown degree. The buyer of services will do all the
important evaluation, as when one purchases shoes or automobiles.
The profession itself will necessarily take on the role of evaluator, as
in other professions that have a market-driven form of professional
practice, such as physicians, dentists, and clinical psychologists.
Private schools already avoid most state teacher evaluation programs,
having the right in many states to employ noncertified teachers. In
choice, as in private schooling, the school will be responsible for its
programs, the market will determine its success, and the state will
exert little or no control over the process. Thus with choice we can
expect the dismantling of many of the evaluation units in state
departments of education.

What also needs to be noted, however, is that when professional
groups take over their own evaluation, judging their own colleagues on
issues of incompetence or malfeasance, they rarely find any evidence
of poor performance. The scandalous behavior of the American
Medical Association and other professional groups is well
documented. The future of teaching under the choice plans now being
talked about strikes me as leading to the same form of self-interested
professional evaluation that has characterized the American Medical
Association and the National Education Association, at least in
previous decades. In my crystal ball, if choice programs come about,
the state will accept from the colleges the candidates for licensing and
turn over the bulk of the evaluation of experienced teachers to the
teachers’ professional groups and to the market. The country, I fear,
will suffer irreparably.
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Issue 3:  Peer Evaluation
Having now mentioned two trends that I believe will result in a greater
likelihood of evaluation being placed in the hands of the profession,
and pointing out the likelihood that initial efforts in these areas are
likely to be problematic, I need also to say something about a view of
teacher evaluation in general and peer evaluation in particular.

My comments on this matter arise out of a conversation I had the other
day with Gene Glass, a colleague of mine at the College of Education
at Arizona State University. When the question of teacher evaluation
arises today, there is a tendency to move discussion immediately to
technical or methodological issues and to ignore the concerns that
drive discussions in today’s schools. What we so often see are
arguments about the reliability of teacher measurement, a discussion
of whether the instruments are “fakeable,” or we argue over how many
events have to be observed before a valid assessment is possible.
These issues must be properly secondary to one overarching concern
about teacher evaluation, namely, who has the power to do it to whom
and for what purpose? This particular question preempts all others and
is the source of most teachers’ concerns about evaluation.

It is hard to think of a method of teacher evaluation that cannot be
subverted if it is applied to an unwilling person in a context of
potential punishment. This is not a mere technical problem; it is a
human and organizational problem that has the same dimensions
whether one is talking about teachers, factory workers, nurses,
lawyers, or street sweepers. The research literature is now filled with
descriptions of cheating and fudging during high-stakes testing. We
now know that any high-stakes testing program has severe side effects
that are harmful both to the individuals concerned and to society in
general. So the first question to ask about any effort in teacher
evaluation is whether it will be done by peers or by superiors. The
second question to ask is whether it is undertaken for professional
development (with all the connotations associated with that term) or
for administrative review (with all the connotations associated with
that term). Fundamentally, teacher evaluation by peers for feedback,
discussion, growth, and reflection is desirable, even if it doesn’t
always have the desired effect. And teacher evaluation by supervisors
for determining worth, merit, skill, and ability, resulting in rewards
and punishment, is undesirable because it too doesn’t always result in
its desired effects, and its side effects are not benign. In fact, they are
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downright destructive of individuals and institutions. How to help peer
evaluations prosper over the next decade is, I believe, a problem of
great concern and of great consequence to our profession.

Issue 4:  Pedagogical Content Knowledge
The Zeitgeist in educational psychology is one wherein the importance
of subject matter knowledge has been made clear. The work of Lee
Shulman and his talented students, along with the work of Gaea
Leinhardt and her colleagues, has taught us all that pedagogical
content knowledge is a concept of considerable importance. We have
always known about the importance of content knowledge for
teaching. And we have also known about the importance of peda-
gogical knowledge—knowledge of motivation, individual differences,
organization and management of classrooms, discipline, and so forth.
But only lately have we understood that to really excel as a teacher
you need to have pedagogical content knowledge, the ability to use
appropriate metaphors and examples, ways of tying new knowledge to
old, and skill in providing good explanations for phenomena.
Pedagogical content knowledge—the ability to communicate the
subject matter in a way that is learnable—has risen in importance in
both educational psychology and the broader educational research
community.

The implication, of course, is that whoever observes teachers for
evaluation at the junior high and senior high school level should be
knowledgeable about the subject being taught. It’s really no longer
enough to judge generic teaching skills and classroom management,
though I personally believe that these are quite important. The nation
deserves an evaluation of the quality of the instruction itself, and that
calls for subject matter specificity, another reason why more peer
teachers may be needed as evaluators in the future. The times have
already changed enough so that teachers who might now be evaluated
by someone who is not a specialist in the subject matter that is taught
would have enough evidence to legally challenge such an evaluation.

Issue 5:  Expert-Novice Studies
My own work in studying expertise, something I’ve been doing for
the last six years or so, has revealed marked differences in the
knowledge and skills of expert/experienced teachers compared to
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novice/inexperienced teachers. A result of this series of studies
suggests that experts or experienced teachers should not be evaluated
with the same instrumentation used to evaluate novice teachers.
Evaluation instruments drive behavior. Because of this, many of the
evaluation instruments used today with personnel at all levels of
experience may actually only be appropriate for those beginning their
professional careers, those whose behavior we most want to shape.
Evaluation instruments often have ties (though tenuous) to the research
literature. Thus a classroom evaluator might look at whether higher-
order questions are asked, and in what frequency. Or the evaluator
could record the motivating statements used by teachers, whether they
structure the beginning of lessons or not, whether they use wait-time
appropriately or not, and so forth. Because of the link between
evaluation and performance, it may not be a bad idea to use these
kinds of instruments to ensure that novice teachers have in their
repertoire the skills that were declared by the research community to
be worthwhile.

My research, however, has informed me that experienced teachers do
not always act like the research says they should. These are teachers
who have developed a certain “wisdom of practice,” and who do not
always act in accordance with the notions of the research community.
Nevertheless, their excellence and good sense are not in question. The
use of an instrument that forces their behavior into a mold is silly.
Such individuals will find ways to teach lessons that conform to the
evaluation instrument if they have to, but those methods have nothing
to do with the typical ways they teach when no evaluator is present.
This corrupts the whole evaluation system and fosters cynicism among
the professional community.

Let us take as an example instruments that require a particular form of
teaching. The instrumentation used to evaluate implementation of the
Madelaine Hunter model of teaching is notorious for coercing teachers
into performing in certain ways during their evaluations. Perhaps a
sensible argument could be made that beginning teachers should know
how to run a lesson in the style recommended by Madelaine Hunter.
But nobody believes that this is true of teachers who are successful
and who have ten years’ experience behind them. Certainly it seems
obvious that experienced teachers, like any other professionals, should
be evaluated regularly. But that really only holds when the purpose of
evaluation is clear. If evaluation is to ensure “quality” instruction, and
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that already exists, why engage in it? What we might actually want is a
feedback mechanism for experienced teachers that is not prescriptive.
For experienced teachers I would recommend such techniques as
scripting by an experienced outside observer so that two professionals
could go over how the class ran and discuss how decisions were made.
Videotapes might also be used to provide general feedback. My belief
is that the form of evaluation for experienced teachers should be more
holistic and subject to discussion and negotiation than is now often the
case. What may be defensible for building skills in the novice teacher
is indefensible when evaluating the experienced teacher who has
previously been judged competent.

Issue 6:  Teacher Education Students
One of our biggest concerns at Arizona State University, echoed
elsewhere in the nation as I travel and talk with people, is that we are
unhappy with our teacher education students. This is odd because we
are finally getting higher-ability students into our programs. The
average GPA in our undergraduate teacher education program at our
university is now approximately 3.4. Our cutoff for entrance into the
program is about 3.1. Even with grade inflation, that is remarkably
high. The problem for many of our faculty is that we don’t particularly
like our students. They appear to be job- and certification-oriented,
don’t work hard at their studies, show no intellectual interest in
education, and most important, don’t strike us as having the inter-
personal and affective skills we would most like to see. I have checked
this set of impressions with colleagues at other campuses and heard the
same thing. Perhaps it’s an old complaint, but currently my colleagues
all say that evaluation of the interpersonal skills of our teacher
education students is our greatest failure. Work on this issue has never
progressed far. Does this mean we should continue to abandon such
efforts? What is done in other fields? I certainly do not pretend to
know. But it is clear to me that the evaluation of preservice teachers
would be markedly enhanced if we had something better in this area.
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Issue 7:  Production of a National Test
Allow me to get back to my crystal ball and predict something about
what might happen with the production of a national test. We are
heading toward such an exam, and I am afraid it will be a monumental
waste of time and money, though it does lead to an interesting future
for teacher evaluation. According to current plans it will be possible in
grades four, eight, and twelve to judge teams of teachers in terms of
their ability to produce students with the desired sets of knowledge and
skills.

Evaluating individual teachers by using achievement outcome
measures has always been problematic. From the time I learned how
schools worked I have been against using standardized tests to judge
the performance of individual teachers. But a team is a different thing.
The quality-control models used in business always cautioned against
individual assessment, as do most management consultants. They
recognized that a product in business is the result of multiple decisions
and inputs. A student’s knowledge, skill, and attitude—our product
line—may be similarly perceived to be the result of multiple inputs
and decisions, something of a joint venture by many teachers over a
long period of time. For the relatively small percent of children who
stay in one school for a period of four grades, the quality-control ideas
of business may make a bit of sense, and the national test may be an
acceptable outcome measure of quality schooling.

Of course, that only holds if, and only if, such a test genuinely reflects
the standards most of us are willing to buy into. If we do not believe in
the standards from which the national test is derived, then the test will
have no impact whatsoever. If the standards are ones we could agree
to, and that certainly might be possible in the case of the fourth-grade
test, we might see a resurgence of interest in outcome-based teacher
evaluation. But the new form of it would be the team type of
evaluation, for example, all the teachers in the K–4 classes. This kind
of evaluation could prove beneficial if, and only if, those teams are
given authority and resources to change what they do when they
choose to. That is the way the business model is intended to work:  If
you find what causes your defects, give the people who are closest to
the problem the authority to change the system. My crystal ball does
not let me see if education is up to such a challenge. If we end up with
a testing program derived from standards that are not agreed to, and
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we do not give authority to teams of teachers to make the changes they
want, the national tests will simply be yet another way to bludgeon
teachers.

Summary
I have tried to present seven ideas that were on my mind. In these
comments I have talked of issues of site-based management and its
effect on teacher evaluation, pointing out the local quality of such
evaluations in the future. I talked about the issue of choice and how it
would lead to the deregulation of education, including the removal of
the state and the school district as major players in the evaluation of
teachers, and that it also would produce more local evaluations. I also
talked of issues concerning who does what to whom for what
purposes. Should local site evaluations and peer evaluations become
more common, with the proper help they might prove more beneficial
to the profession than the current system, which is more punitive and
more reward oriented and is carried out by those in authority in a
manner perceived to be coercive. I commented also about the
importance of subject matter knowledge among the evaluators of
teachers. This is of particular concern for those who evaluate at the
high school level. I mentioned also that the expert-novice studies
reveal enormous differences in the functioning of expert/experienced
teachers compared to their novice counterparts. The evaluation
systems for individuals at these two stages of development must be
different, somehow reflecting the great differences in their abilities. I
talked also of the importance of evaluating the human relations and
affective areas in preservice education, though it is surely a concern in
the evaluation of more experienced teachers, as well. It should not
content us to evaluate the content knowledge and basic skills of
teachers. Education is a moral craft, but craft knowledge is simply not
enough for a teacher to possess. If I had to choose between a kind,
gentle, caring, hard-working, upbeat, individual who is of average
intelligence and a curmudgeon who is brilliant, I would not hesitate for
a minute in my choice. What we need most, however, is humanity that
is coupled with intellect. Although it is hard to measure, we should not
lose sight of the affective dimensions in our evaluation of teachers.
Finally, I talked about the national examination system being proposed
for the United States and how it might result in a resurgence of interest
in outcome-based teacher evaluation, although now a team, not an



BERLINER

32

individual, will be held responsible for the performance of a number of
children. One can only defend such quality-control systems if the
outcome measures are valid and if genuine authority to change the
system, should it be found wanting, is given to the team of teachers
that are responsible for the children who are tested. Otherwise there is
nothing new in this system.

I hope these remarks help in anticipating what the future might bring
to us. This is an era, however, when educational ideas and activities
are changing rapidly. No one with a crystal ball is able to see very far
into the future, particularly in the volatile political context in which
education is enmeshed. So every prediction of the future is somewhat
chancy. Nevertheless, not to attempt to predict the future would leave
us passive victims of the changes that inevitably will occur.
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