Fact Sheet No. 20: Faculty Evaluation

Part 2: Peer Evaluation


Rationale for Peer Evaluation. 
The full array of stakeholders within the academic community – students, faculty, clinicians, patients, the administration itself - all have an interest in how good teaching is conceived, achieved, and reinforced. All of these have keen interest in what good teaching is, in what it produces, and in how it is judged and enhanced.

The use of students as data sources to evaluate faculty teaching is widespread.  But far less frequent is the use of one of the ablest sources for evaluating teaching – one’s own faculty peers.  Whether used for formative or summative purposes, faculty peers provide a resource underutilized in academe. Compared with students, if selected wisely, faculty bring great experience, a less personally invested viewpoint, and deeper content understanding. They also have the perspective to cover wider grounds of faculty responsibility, including program planning, materials development, feedback provision and assessment quality, and administrative or other oversight responsibilities.  Table A presents some of these.



Options in the Process Itself

In the peer evaluation process, any manner of data gathering 

methods may be used, including observation, documents review, 

references materials review, and  discussion/interview with the 

faculty evaluee. Table B presents some of these.


The most likely of these methods to be used for the act of teach-

ing itself, is observation in the setting in which instruction is de-

livered, whether a lecture hall, discussion room, laboratory, 

clinic, or hospital ward.  There are several conditions to be considered when establishing such instructional observation however. The observation may be preset or impromptu.  The observer may be actively engaged in the educational process (as co-teacher or colleague on rounds) or passively observant.  The observer may be selected by the evaluee or provided by supervisors. Observations may be regular and systematic or random. Observations forms may vary from completely structured checklists, to semi structured forms (ie, a list of suggested topics to observe only), to completely informal, open-ended processes, such as unguided observation and unstructured mental or written note-taking.


Uses of Peer Evaluation

Whatever the method employed, Peer Evaluation may serve either formative or summative purposes.  Formative efforts focus on performance improvement. They also serve other purposes in the larger academic context.  Table C presents some of these. One cannot overemphasize the importance of effective senior peers in evaluating and guiding younger or struggling teachers.  Not only may they complement student data in identifying teaching strengths and weaknesses, but they also may help examine why such findings resulted, and suggest recommendations by way of alternative teaching strategies, more careful planning, closer self monitoring and self assessment methods, or even better communication patterns to promote attitudinal changes.


Peer evaluation of teaching may also serve summative (final decision-making) purposes. Some of these are shown in Table D.  In institutions such as KSAU-HS which place high cachet on educational quality, peer evaluation of teaching may be of great use for emphasizing the importance of good teaching. Specifically, it may be used for continuing or terminating a contractual arrangement, for promotional decisions, for consideration of pay raise, or for awards programs in which good teaching is formally recognized. 

	Table D:

Summative Purposes for Peer Evaluation of Teaching

	· to inform personnel decision making 

· to recognize contributions 

· to promote constructive competition in a meritocratic culture



Proper Arrangements, Ethical Issues, and Caveats
While the use of Peer Evaluation lends itself to great variation, in scale, methodology, implementation, and institutional utilization, some general areas for agreement may help to assure that the process is an ethical and constructive one.  Table E presents a set of suggestions for consideration.  These include agreeing on the timing, format, persons involved, and instruments to be used.  Areas related to teaching climate, collegial trust, and open discussion should also be considered. Observing such recommendations as these should lead to a well conceived, productive, and well appreciated peer evaluation program.

	Table E: 

Procedural Recommendations, Caveats Regarding Use of Peer Evaluation.

	· 1. Hold a pre observation meeting between observer and teacher, exchange materials, agree on observation format and post observation discussion.

· 2. Select a method for recording observations: checklist, rating scales, required topics, essay-type summary.

· 3. Use experienced, proven, knowledgeable, and respected observers.  

· 4. Strive to attain  mutual trust and respect for optimal results.

·  5. Multiple observations are preferable to single episode observations.  For summative decisions schedule multiple observations and observers; for formative this is less necessary.
· 6. Nebulous areas like student satisfaction are difficult; render judgments about such things as teaching style, relationships with students, classroom affect most judiciously. 

· 7. Hold considerable faculty discussion and have a carefully constructed implementation plan before observations are made. 

· 8. Never use formative evaluations for summative purposes. 

· 9. Maintain strict observance of confidentiality agreements.
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Table A: 


Areas for Peer Evaluation


Instruction, Feedback, and Assessment 


	Classroom 


	Clinic


	Laboratory	


Advising


	Undergrad


	Grad, Resident


	Fellow


Materials Development


	New Course, Course Component


	New Materials


	New Teaching, Assessment Methods


Administration


	Course Coordination


	Educational Committee work





Table B:


Peer Evaluation Methods


Observing Teaching


Reviewing Video Tapes 


Discussion/Interview


Review of Educational Materials


Colleague Reference 


Documentation Study





Table C: 


Purposed for Formative Peer Evaluation of Teaching  


   to improve teaching 


   to enhance institutional focus on teaching 


   to build esprit de corps, sense of community 


   to identify potentially innovative contributions 


   to link with faculty development programs 


   to set a basis for summative evaluation











