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1. Introduction

Thisreport presents the main findings of a research developed on the Portuguese higher
education institutions’ (HEIs) compliance with one of the European Standards and Guidelines
linked with teaching quality, namely standard 1.4. — Quality assurance of teaching staff:

Institutions should have ways of satisfying themselves that staff involved with the
teaching of students is qualified and competent to do so. They should be available to
those undertaking external reviews, and commented upon in reports.

In Portugal teaching and teaching staff are regulated by Law 62/2007, with a broader focus,
definingHEIs’legal regime,and Decree-Laws 205/2009 and 207/2009, with a more specific
character, stipulating the statutes of the academic profession respectively in universities and
polytechnic institutions. To a different extent, thislegislation, as well asLaw 38/2007,
establishing the legal framework for the assessment of Portuguese Higher Education (HE), also
contributes to frame teaching performance assessment and the assurance of teaching quality.
HEIs have the autonomy and theresponsibility for recruiting and appointing their academic
staff,according to need, good management principles and budget. However, public HEIsmust
comply with the maximum number of staff fixed by ministerial order. There are no limits on the
number of staff appointed with individual work contracts paid by the HEIs” own income (Law
62/2007). Academic staff of public HEIs isfurther considered as equivalent topublic sector
employees.

There are two career profiles for academic staff, as envisaged by thestatutes of the academic
profession (Decree-Laws 205/2009 and 207/2009). The first group corresponds to the
permanent staff recruited for indefinite periods (subject to probation). These can occupy three
professional categories': auxiliary professor, associate professor and full professor
(catedratico), in universities; and adjunct professor, coordinator professor and main coordinator
professor, in polytechnics. The second group are the specially-employed academic staff, hired
under fixed-term and renegotiated individual contractsfor the above mentioned categories, but
as invited or as visiting professors.

The PhD (or in polytechnics the ‘especialista’ title) is established as the minimum requirement
for entering the academic career. The entry and the progression in the career are accomplished
through competitions which base academics’ hiring or promotion and comprise probation
periods. Full, associate and auxiliary professors (in universities) and main coordinator,

coordinator and adjunct professors (in polytechnics) are recruited exclusively on the basis of

"Besides these categories, two other existed — trainee assistant and assistant,among universities, and first
and second triennial assistants, among polytechnics —but they were removed by Decree-Laws 205/2009
and 207/2009. Currently academics in these categories are considered as integrating the career.

*The especialistais someone holding a higher education degree, ten years of relevant professional
experience and a highly relevant curriculum who can obtain this title by submitting a professional report
to a jury.



documentary applications (Decrees-Law 205/2009 and 207/2009). However, auxiliary and
adjunct professors are subject to a five-year probation period, while the other categories are
subject to a one-year probation period if their contract has not been preceded by an indefinite
period contract. Before the end of that probation period, an assessment is conducted. Should this
be positive, full, associate, main coordinator and coordinator professors have their contracts
changed to a tenured regime, which represents a guarantee that their position will be maintained
in the same professional category in another institution, should a reorganisation of their own
institution lead to the cessation of their contract (Decrees-Law 205/2009 and 207/2009).
Positions to academic professional categories areadvertised both nationally and internationally.
Applicants are assessed on the basis of their scientific (or technical-scientific in polytechnics)
performance, pedagogic competence and other activities relevant to the HEI’s mission, by a
panel whose composition and procedures are regulated by law. Invited and visiting professors
are recruited part-time from among national or international individualities of renowned
scientific, teaching or professional competence,based on a reportapproved by the majority of the
scientific council (Decrees-Law 205/2009 and 207/2009).

Though not directly addressing teaching quality,Law 62/2007 and Decrees-Law 205/2009 and
207/2009foresee some aspects contributing to promote it. In order toassure pedagogic and
scientific autonomy, HEIs must have a permanent body of teaching staff with employment
stability, according to the terms of the statutes of the teaching and research careers.In
universities there must be at least one PhD holder among the teaching staff for every thirty
students andat least half of the PhD holders must be employed full-time. In polytechnics, there
must be at least one PhD orespecialistatitleholder among the teaching staff for every thirty
students. At least 15% of teachers must be PhD holders and full-time and at least 35% must
hold the especialistatitle (Law 62/2007).

As a rule, permanent academic staff is employed in an exclusivity regime and full-time (e.g.
thirty-five working hours per week). Their teaching load must be minimum six and maximum
nine (in universities) or twelve(in polytechnics) teaching hours per week. If they want to
accumulate teaching duties in other HEIs, the maximum is six hours per week. Invited
professors are employed part-time (e.g. less than thirty-five hours per week) and, only
exceptionally, in an exclusivity regime and full-time. Therefore they can undertake other
teaching duties or activities.

Since 2009,in parallel with the assessment system existing for public sector employees, teaching
performance assessment is mandatory for academics of both HE subsystems(Decrees-Law
205/2009 and 207/2009). Each HEI after consultation with trade unions must define its own
performance assessment regulations. The assessment must be conducted at least every three
years. Apositive assessment acts as the condition for auxiliaryprofessors’ employment for

indefinite periods; the extension of fixed-term contracts for non-permanent staff; or the change
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of pay-scale.On the other hand, a negative assessment over a six-year period is sanctioned in
accordance to the general regime stipulated in the Law 58/2008 (disciplinary statute of public
sector employees).Academics presenting two consecutive negative performance assessments are
sanctioned with dismissal (Law 58/2008). In addition, one criterion in the assessment of study
programmes conducted by the national Agency for the Assessment and Accreditation of HE
(A3ES) deals with the quality of teaching and teaching staff: academics’ qualifications,
suitability to HEI’s mission, teaching and learning methods and student assessment procedures
(Law 38/2007). Finally, one of the benchmarks proposed by A3ES to be developed by HEI’s in
the definition of their own quality assurance systems (which is envisaged by Law 38/2007 and
Decree-Law 369/2007) also relates with the promotion of teaching quality. It is proposed that
HEIs have the appropriate mechanisms for teaching staff recruitment, management and training
ensuring that teachers have the qualifications and competences necessary to the effective

accomplishmentbof their tasks.

A study was conducted to find out if Portuguese HEIs do have regulations and implement
measures in compliancewith the legal framework and,further,with the European guidelines on
teaching quality.More specifically this research aimedat understandingwhether HEIs indeed
perceive teachers as the single most important learning resource available to most students and,
accordingly, implement mechanisms regarding teachers’ recruitment, appointment and support,
ensuringthey have thenecessary skills,competences and experience to transmit knowledge.

The report begins with a briefoverview on the methodology framing the research. Then,
findings for the Portuguese HEIsare presented and discussed. A synthesis of the main findings
as well asthe identification of institutional good practices/barriers to teaching quality also
integrates this discussion. Finally, a set of recommendations are drawn for institutional

managers and policy makerson the improvement of teaching quality.

2. Description of cases

Following the methodology used in formerwork packages (WP) (see Portuguese WP 5to 9), the
analysis for this WPfocuses on a sample of four public Portuguese HEIs,two belonging to the
university subsystem (HEIs o and f),the other two to the polytechnic subsystem (HEIs y and
0).These HEIs also differaccording to the number of students and geographic location.

Two types of data were gathered from HEIs in order to empirically base the
research:institutional policy documents referring to different aspects concerning teachers and
teaching quality, and additional information on this topic obtained through interviews with
distinct groupsof institutional actors (see previous WPs).

Therefore, first, an online search of institutional policies on teaching staff was conducted for the

four HEIs. These were analysed together with national legal texts on the same subject (see
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Introduction). Next, due to methodological reasons (time constraints, sample diversification and
representativeness), a selection was made, firstly, of the disciplinary areas and, secondly, of the
study programmes to which institutional actors to be interviewed belonged to. Accordingly, two
distinct disciplinary areas offered in the four institutions regardless of their sub-system were
selected — Engineering and Arts — and two corresponding first cycle study programmeswere
chosen in each institution (see previous WPs).

Finally, two groups of actors belonging to each of the four HEIs and to the two selected areas
were defined and interviewed. The first group comprised members of the central management
and administration of each HEI, namely the Rector/President (or, in its place, a vice-rector/vice-
president, or a pro-rector) and the representative of the Quality Assurance structure (or, in its
place, of the Senate, of the structure responsible for study programmes, or for the Student
Support Services). The second group assembled members of the faculty/schools offering the
study cycles in the two scientific areas selected for the study, namely the Dean (or equivalent),
the representative of the quality assurance structure (at unit level), the study programme
director, and by two panels, one composed with of academics and the other with of students
(around five participants in each panel). Interviews were transcribed and submitted to content
analysis in order to systematise the relevant data for the study.

Findings derived both from the documentary analysis and interviews are presented in the
following subsection, contributing to answer WP10’sresearch questions. While document
analysis has been the main source of information on what is defined by law and what is
regulated by HEIs concerning teaching quality, as wellas the rationale for the recruitment policy
and its level ofcompliance to the ESG, the interviews allowed an insight intothe support for
teachers’development, the assessment of their performance and the (extrinsic or

intrinsic)motivation mechanisms®.

2.1. Conditions in the four HEIs
This section systematises the findings forthe four analysed HEIsconcerning teaching quality.

Detailed findings for each institutionare presented in Annex 1.

The first question driving the research was related with the institutional policy on teaching staff
quality assurance, namely what, in this context, is defined by law andwhat is decided by HEIs.

Due to their public status, all four institutions must comply with national legislation regarding
teaching staff recruitment, appointment and performance assessment (see Introduction).

However, some documents issued at institutional level complement national legislation.

* Question 6 — What does it mean to be a good teacher? — has not been made by the Portuguese team to
the interviewees.



In HEI aand Pthere are three sets of regulationsmeant to assure the quality of academic staff,
two linked with the recruitment of both permanent and especially hired academic staff, and one
with theassessment of academic staff performance. In HEI a,with the aim to promote teaching
quality,specific internal regulationsdefine the maximum number of students allowed for
different types of classes and in HEI B,according tothose regulations, faculties must elaborate
their own regulations, adapted to their specificity, for the assessment of academic staff
performance.

HElIsyand éalso ensure the quality of academic staff throughthree sets of institutional
regulations with reference to Decree Law 207/2009: regulations for the recruitment of both
permanent and especially hired academic staffand for the assessment of academic staff

performance.

Another research aim was to elucidate ontherationale driving HEIs’ staff recruitment policy, i.e.
the criteria of staff recruitment and the appointment procedures adopted in order to assure the
quality of teaching. As previously, the compliance of public HEIs with the national legal
framework seems to determine these criteria and procedures. Nonetheless, the selected
institutions have their own regulations which, although mainly reflecting this broad framework,
are more detailed regarding some aspects.

Such is the case of HEI aand HEI Bwhere the regulations for the recruitment of permanent and
especially hired academic staffestablished at national level are followed. Similar criteria are
defined by both HEIs for the recruitment of permanent academic staff: scientific performance,
pedagogic performance and other activities relevant to the mission of the university. However,
in HEI athese recruitment criteria are more detailed and assigned a specific weight (scientific
performance and pedagogic competence,both weighing minimum 30%, and performance in
other relevant activities,weighing minimum 20%). In turn, inHEI Pa deeper description of
especially hired academic staff contract conditions and duration is made. For instance, invited
professors are recruited part-time (below 60%) on fixed-term contracts or, exceptionally, full-
time, for periods of up to one year.

Bothpolytechnics—HEIsyandé— alsocomply with national legal framework (Decree-Law
207/2009) regarding regulations for permanent and especially hired academic staff recruitment
and  appointment.  Therefore, they  follow the same  criteria  definedby
universities. However, HEIsyandddiffer,not only in relation to universities, but also among them,
with regards to the relative weight assigned to each criterion. While HEI o assigns greater
weight to pedagogic competence against technical scientific competence,HEI y assigns equal
weights to both competences. Additionally the pedagogic competence is generally assessed in

both HEIsby previous pedagogic practice, publication of pedagogic material, participation in



teaching related bodies, supervision of students’ dissertations, etc. Nevertheless, HEI y provides

more detailed information on how the candidate’s pedagogic competence is assessed.

A third research question of this study addresses the ways in whichHEIs support the quality of
teaching performance by means of opportunities for teacher development.

In HEI @ no procedures to support the quality of teaching performance are specifically
identified byinterviewees, who argue that such procedures do not really exist. However, they
recognise that dialogueis beingpromotedand strategies are being plannedin order to identify
problems and corresponding solutions at this level.In this context, pedagogic questionnaires are
stressed as an important tool, since they reveal students’ global perception on teaching quality.
HEI B’s representative stresses the crucial role played by the programme director as a
‘mechanism’ to support teaching performance quality.The programme director is seen as a
bridgebetween schools/departments management and programme management and, in this
sense, responsible for identifying teaching needs and problems; also, through collaboration with
HED’s top management, for proposing strategies to overcome those problems;and, through
collaboration with teachers, for helpingthem to improve their performance having as basethe
pedagogic questionnaire’sresults.

In HEI P, differences emerge betweendrts and Engineering. Contrarily to the HEI's
representative, Arts school’s representatives believe that noformalsupportto teaching
performance quality exists, that it is not “functioning very well” or assumes an informal
character (for instance, the mutual support and companionship between teachers). Therefore,
initiatives such as the organisation of ‘open’ days allowing teachers to interact and
exchangeopinions and experiencesshould be supported. However it is also recognised that the
development of such initiatives can be hindered by academics’ resistance and lack of
mobilisation.

Despite identifying some weaknesses regarding the institutional support to the quality of
teaching performance (e.g. the lack of a specific structuresupporting teachers to overcome
difficulties related with courses), Engineering intervieweesemphasise the existence of several
institutional and/or school’s initiativesfostering that support. That is the case of:(i) the
‘teaching/learning lab’, a structure which has been developing several activities aiming to
overcome problemsidentifiedat course level, through the results of course evaluation, pedagogic
questionnaires, student/teacher dialogue, or the monitoring committees; (ii) the peers initiative
(par em par), through which teachers can attend each other’ classes, exchange opinions and
share good practices; (iii) pedagogic incentive measures based on the discussion between
teachers about pedagogic improvements; (iv) teachers participation in international teaching
forums inthe area of Engineering; (v) the council for continuous improvement of teaching,

responsible for coordination and discussion of teaching problems; (vi) the pedagogic



supportinitiative through which teachers with badresults in pedagogic questionnaires analyse
their coursesin order to solveproblems; (vii) and the long distance and e-learningmethods.
Despite the more vocational and professional nature of the education they provide, in both
polytechnics —HEIs y and d-teaching performanceis unexpectedlyidentified with research
performance.As a result both institutions support the quality of teaching performance by giving
teachers the opportunity to improve as researchers,exempting them from teaching duties so that
they can completeMaster’s and PhD programmes. However, recent financial cuts are seenby
HEI 6 as a particular obstacle tothis institutional support.

Nevertheless,in  HEI yother forms of support exist,more strictly directed at teaching
performance quality: the digital platform, seen as substantially improving the quality of
teaching, and theperformance assessment which takesinto considerationsome teachers’ projects
to increasecourse success rates.

In none of the two HEIs (dor y) differences emerged among Arts and Engineering interviewees

concerning the support to the quality of teaching performance.

In line with the former question, thisresearch also tried to understand if HEIs are implementing
initiatives and mechanisms specifically supporting the development of teaching skills.

The apparent lack of support to teaching performance quality, identified in HEI a, seems also to
applyto the development of teaching skills. Thus, there are no training activities for teachersor
support with student related issues (diversification, special needs, etc.). The teaching
performance assessment is expected to revealteachers’ major pedagogic weaknesseswhich can
inform the design of a training system.When established, thissystem will be managed by an
institutional structureresponsible for identifying teaching and non-teaching staff training needs
and for delivering training.Moreover, the incipient stage of teacher training is seen as a
consequence both of an underestimation of this matter by study programmes directors, and ofthe
HED’s current financial constraints.

Probably due to the weak development of teacher training, both Arts and
Engineeringinterviewees also think that mechanisms designed to support the development of
teaching skills do not exist or are scarce and, therefore, need to be developed. However,
Engineering school representatives argue that even if training opportunities are given to
teachers,their willingness to accept them is lowdue to their current workload, mainly
bureaucratic.

InHEI Bsupport to the development of teaching skills seems to be better organisedthan in HEI
a. Training is offered to teachers with the aim to improve their skills basedonpreviously
identified performance problems.Training actionsare organised both within an institutional

continuous training programme and by the ‘teaching/learning lab’. On the other hand, a support



mechanism for the development of teaching skills consistsof the use of pedagogic questionnaire
results to identify problematic issues and teachers’ training needs.

However Artsand Engineeringinterviewees consider that trainingshould be better developed
andthat it does not attract many teachers, due to their heavy workloads andshortageof time to
attend training sessions.Other support mechanisms targeting teacherswere suggested:
aninstitutional working group to deal with students with special needs;daily support for
“complex and time consuming tasks”,such as the design and structuring of courses; and
anombudsmanhelping to deal with specific issues, such as teaching strategies, conflict and time
management.

Maybe due to the identification of teaching performance with research,in HEIs yand &the
development of teaching skills materialises insupport for teachersto do PhDs. Both polytechnics
recognise the absence of an institutional policy to improve pedagogythrough training programs.
Issues regarding students’diverse needs, competences or learning problems are addressed
informally, discussed among teachers and managed by the programme director.

In HEI yArts and Engineeringintervieweesargue that training is not compulsory and depends
upon individual demand. Whena teacher intends to attend training, the institution supports
him/herthrough the reorganisation of teaching timetables or the exemption of 50% of the
teaching duties.Additionally, there is a unit which delivers short training courseswhich have a
low participation due to their non-mandatory character. However, teachers do not feel any
responsiveness to their training needs. Perceiving training as an investment in research, teachers
complain about the lack of financial support and time to develop it. This lack of support is
justified by the HEI’sconstrained budget,as a consequence of the country’s current financial
Crisis.

In HEIldteachers’ pedagogic trainingis considered as something unfortunately completely
outside the tradition of Portuguese HEIs. HEIS reacts to the results of pedagogic questionnaires
and develops solutions to eventual problemsidentified at programme level. Seminars,
conferences, dissemination actions or other events are understood as ways of supporting the
development of teaching skills. When pedagogic problems arise they are usually solved at that
time, on an informal basis. Some support is given to students with difficulties, but not to

teachers.

A second dimension under analysis regarding HEIs’ supportto the quality of teaching
performancecomprisedother strategies, such as the modernisation of teaching equipment or the
resizing of students groups.

The HEI a representative reportsthe inexistence ofsuch problems:class size is adequate (around

twenty-five students) and investments are foreseen or being made for equipmentacquisition (for
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instance, laboratories for Science and Technology programmes,or the recent Arts school’s
equipment and library).

However, Arts school intervieweesrecognise some difficulties concerning equipmentacquisition
and renewal, mainly motivated by financial constraints.Arts teachers and students are
particularly critical of theseconstraints, which are seen as preventingnot only the acquisition and
better distribution of equipment and materials for classes, but also the training of teachers to
handle new/specific equipment. According to them, if these constraints were overcome this
would improve study programme quality and national and international recognition. Another
factor contributing to enhanceteaching quality is the currentconcern with schedules. These are
designedwith the aim to meet student needs and availability.

Engineeringteachers and students are critical, arguing thatnot enough investmenthas been made
in equipment,mainly due to the current financial crisis and institutional budget
limitations.Therefore, new equipment is needed for laboratories.Nonetheless, some initiatives
perceived as contributing to a better teaching quality are mentioned: classes comprisingten to
fifteen students, especially in practical and laboratory courses; theincreasing use ofinformation
and communication technologies; tutors for teachers and mentors for students; andconsidering
students’ opinion ontimetables and exam calendars.

In HEI Bsupport to teaching qualitythrough the modernisation of teaching equipmenthas
received increasing attention, especially motivated by the Bologna Process. Examples are the
widespread accesstoand use of technologicaland bibliographicalonline resources and
communication platformsto support classes.

In Arts, reference is madeto support measures such as the definition of the annual teaching
workload distribution,based on the pedagogic questionnaire results, and the existence of a
timetable committee responsible for timetable design taking into account teachers’ availability
and constraints, the specificities of each course and the maximisationof teaching effectiveness.
Students also mention the existenceof a maximum number of students in optional
courses.However, weaknesses are also emphasised and are related with infrastructures,
resources and shortage of equipment; the decrease of classes and contacthours, following
Bologna; and the lack of sufficient human resources.

The need for more support is also noted in Engineering. Despite the excellent quality and
suitability of infrastructures and timetables prioritising students’interests,additional measures
are perceived as necessary:reducing teachers’ workloador giving them more administrative
supportto perform bureaucratictasksrelated with student assessment, course attendance and
enrolment. Students would also welcome more site visits to get them a taste of “reality”, a more
technical and practical knowledge,andaccess to teaching resources (texts, articles, etc.) through

digital platforms.
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HEI 1yis perceived ashaving well-equippedclassrooms (all includeoverhead projectors and
computers). When a shortcoming is identified, the institution has the capacity to allocate more
resources to solve it. However, each schoolalso manages its own resources, even though, due to
their different running costs they also have different budgets for equipment and materials
acquisition. Some tools were mentioned, such as a digital platform enabling multimedia
contentsfor e-learning.

Several differences emerge between Arts and Engineering. While Arts’ interviewees were more
critical about the available equipment and rooms, Engineering interviewees were more satisfied.
In Artsalack of sufficient facilities and poor conditions of the existing ones is identified.
Overall, the school is seen as very badly equipped and the facilities as increasingly
deteriorated.Moreover, the size of students groups cannot bereducedsince there are no financial
conditions. Teachers stress the specific requirementsof theirstudy programme, as for instance a
great need for materials for practical classes, and argue that such requirements are not being
completely met. Additionally they complain about having to bring, at their own expenses, the
necessarymaterials, make claims for a specific space within the HEI and criticise the
programmestudent/teacher ratio.

Unlike Arts, Engineeringinterviewees are moderately satisfied with facilities and equipment.
Since management is done centrally, there is an effort to make best use ofthe available spaces
and laboratories and these are deemedsufficient. An investmentwas also made in the provision
of digital resources and learning contents. Attention is also paid to the sizeof student groups, by
resorting to attendance parameters, electronic record/control and taking into account classroom
andteacher availability.Students consider their labs better than those of other HEIs and are
satisfiedwith classrooms, theiroverhead projectors and overall equipment.

HEIJ does not have the financial capacity to improve the quality of teaching performance
through the modernisation of equipment. On the other hand, since the institution does not have
many students, classes end up being small, so the issue of class size is solved per se. When
practical lessons have too many students enrolled, the solution is to dividethem into smaller
groups.Seminars which encourage exchange between students, teachers and external
stakeholders (as labour market representatives) and tutorial classes as a way to increase
completion rates were two other measures mentioned.

Although recognising the flexibility they get to manage and overcome their needs, Arts teachers
complainabout the infrastructure since itfails to respond to the study programme’s needs.
Teachers also identify shortcomings regarding technical and logistical space compromisingthe
teaching and learning quality.Engineering teachers argue thatcircumstances beyond the control
of teachers, the school and even the institution, led to an increasing number of students per

class, negatively affecting the quality of teaching.Overall, Arts and Engineeringstudents are
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rather satisfied with the infrastructure improvement and consider that some obstacles were

overcome.

The assessment of teaching performance, the way it is addressed at institutional level andhow
its results are used, constituted another question leading the present study.

Regulations for teaching performance assessment have beendeveloped by Portuguese HEIs
since this was made mandatory in 2009 (Decrees-Law 205/2009 and 207/2009).

In HEI a,the assessment of academic staff performance(first applied for 2011-2013) includes
four dimensions: teaching; research, artistic and cultural creation; additional activities (such as
dissemination, knowledge transfer and training); andHE administration. Specifically,
theteaching dimension comprises teaching itself, student supervision, publication of teaching
material, as well as activities for teaching enhancement. Each courseis assessed through
pedagogic questionnaires and the results published on the university website.The consequences
of teaching performance assessment are those deriving from the law.

The assessment regulationsarecommon to all disciplinary areas (and corresponding study
programmes) of the institution, although for each one, different international benchmarks exist
(SCOPUS, ERA, etc.).Academics’ research activityand productivity are the aspectsmost
highlyvalued since quality at this levelis seen as fundamental for teachingquality. The main tools
for assessment are: (i) a digital repository assembling and classifyingteachers’
publications,whose quality is validated by senior peers; (ii) the systematisation and availability
of information on teaching activity(courses, summaries, number of students attending classes,
etc.),for better monitoring and controlof its quality; (iii) the inclusion of student feedback
frompedagogic questionnaires and its conversion intoacomparability indicator; (iv) the reports
produced and requirements foreseen by the internal quality assurance system.

From previous tools, the one most often recognised by interviewees is the pedagogic
questionnaires. However, students complain not having access to the questionnaire results and
the measures deriving from them.Engineering teachersargue that pedagogic questionnaires are
more effective than the teaching performance assessment itself. Nevertheless, questionnaire
results are not always used to support changes, due to their non-representativeness linked with
low response rates.

Teaching performance assessment has already produced some effects, such as the creation and
improvement of the bibliographic repository,or a better knowledge ofteachers’ problems.There
is also the expectation that, in the medium or long term,assessment can lead toaglobal
improvement of research and teaching, abetter organisation of teaching activity anda
readjustment/decrease of teachers’ workload.

However performance assessment iscriticisedby Artsand Engineeringinterviewees, due toits

several unbalancedaspects:it does not comprise certain dimensions of teaching activity difficult
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to measure;itdoes not truly recognise teachers’ work and the diversity of activities they currently
have to engage in;itis especiallyharmful to the ‘bottom’academiccategories; and it can be used
by top management to dismiss teachers. Additionally, FEngineeringinterviewees(mostly
teachers) are criticalabout the delay in the implementation of the assessment system and the fact
that it overrates research (or management activities) over teaching.

In HEI Bregulations for the assessment of academic staff performance exist and arecommon to
the whole university. As in HEI a,assessment includes four main dimensions whichassume
different weights: research (20% to 60%); teaching(20% to 60%); knowledge transfer(0% to
30%); and HE administration (0 to 30%). Schools with a strong artistic component can consider
a fifth dimension related to the assessment of the artistic merit of academic staff.Each
dimension is assessed by means of various parameters, both quantitative and qualitative.
However, quantitative parameters are considered more significant.A qualitative assessment can
complement the quantitative one, for items difficult to quantify. Again, assessment consequences
are those foreseen by law, with one specific addition:performance awards to a maximum of 20%
of teaching staff, depending on the availability of funds. Additionally, the HEI has adopted
regulations for the assessment of activity undertaken during probation with a view to the
indefinite-term employment of academic staff.The same four dimensions, as in the case of the
general assessment regulations, apply. For the teaching dimension, these are: taught modules
and number of teaching hours per week; previously validated results of the pedagogic
questionnaires; and pedagogical and curricular innovations.

Beyond institutional regulations, each school must have its own regulations establishing the
parameters, the criteria and the respective scores to assess each dimension. In Engineeringsome
parameters for theteaching dimension (both quantitative and qualitative) include: the number of
pedagogic publications, of extra-curricular activities with students and of master thesis
supervisions; the participation in training actions or other events aimed at enhancing teaching
skills; pedagogic texts for teaching support, computer applications and experimental prototypes
for pedagogic contexts; pedagogic contentimpact, originality, diversity, scientific and pedagogic
rigour; and the originality, scientific/technological depth, relevance, trans-disciplinarity and
awards related to master thesis and extra-curricular projects.In Artsthe regulations for the
assessment of academic staff performance were suspended a week after coming into force (May
2012) since during their definition and contrary to what it is stipulated by law, trade unions were
not consulted.

Teaching performance assessment is perceived by the HEID’s representatives as adequate
giventhe suitability ofthe weights linked to each assessed dimension and the fact that it might
help teachers to improve.However, these opinionsare not sharedby the remaining interviewees
who, maybe dueto a lack of global awareness on its attributes, tend to adopt a more critical

position towards performance assessment.
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Specifically Arts and Engineering teachers perceive performance assessment as unbalanced due
to an emphasis on research over teaching and, therefore, asprejudicial to teachers whose main
activity is not research. Furthermore, itis seen as not impacting directly on teachers’ pedagogic
skills. Instead,this impact is more likely to be induced by one of its tools, namely pedagogic
questionnaires. Despite the low response rates and subsequent non-representativeness,
questionnaires help forming a global idea on teaching quality. However both Arts and
Engineeringteachers and students question the effectiveness of this tool, given its
subjectivity(derived from the partiality of student opinions greatly influenced by the
student/teacher relation) and inability to induce visible effects.

Other criticisms targeting teaching performance assessment include: the fact that it does not
reflect the specificities of artistic teaching, maybe because of the difficulty of quantifying and
assessing pedagogic issues related with artistic practice; the riskof teachers’ dismissal;and the
fact that it is too demanding and time consuming.

Both HEIs yand 6 adopted in 2011similar regulations forthe assessment of academic staff
performance. In both HEIs, consequences of performance assessment derive from the law. The
assessment considers three dimensions: technical-scientific, pedagogical and organisational.
However, while HEIygives equal weight to technical-scientific and pedagogical performance
(30% to 50%), HEIs dassigns more weight to the pedagogical dimension (a maximum of 55
points against maximum 30 points for the technical-scientific dimension). For the assessment of
the pedagogic dimension, there are a number of common criteria: teaching load, taught courses
and modules, development of pedagogic material, the results of the student pedagogic
questionnaires and participation in pedagogic activities. However, HEIyregulations are much
more detailed,including other components such as the internationalisation of pedagogic activity
or the use of the institution’s digital platform.

As argued by HEI yrepresentatives, teachers can choose the dimension within which they prefer
to be assessed. The pedagogical component is assessed based on a range of criteria, such as the
production of pedagogic materials, pedagogic questionnaires, teaching hours, subjects taught or
success rates. In the case of a negative assessment, the teacher is called to draw solutions to
overcome the identifiedproblems. Even if performanceassessmentdoes not currently translate
into career progression(currently frozen), all teachers aim for a good assessment. This is mainly
because a negative assessmentis perceived as affectingteachers’ position within
theirschools/department. The assessment of  teaching activity comprises
pedagogicquestionnaires, and the subsequent reportsaddress different levels:course,teacher,
programme and department. Thus, there are both individual and aggregate reports, and the
latterare made available at the end of each academicyear. One of the most significant
resultsexpected to stem from this assessment is the increased involvement of all the actors of the

institution (teachers, students, etc.). Teaching performance assessmentmainly targets full-time
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teachers. Part-time teachers are assessed by their peers and by their department, based on a
qualitative self-assessment report, and also through the feedback from students. Part-time
teachers with a negativeassessment in the present academic year will not be hired for the next
one.

HEI 7 teachers, both from Arts and Engineering, are critical about the assessment model
followed by the institution.This is seen asunadjustedto polytechnic institutions’missionand more
focused on researchover teaching.Moreover, the assessment grid needs adjustmentin order to
prevent penalising those areas with less scientific production, value other areas where
cooperation with external stakeholdersis fundamental and decrease the pressure on teachers to
publish, since thisis not that relevant for the polytechnic mission. Arts teachers complain
thatallbureaucratic and administrative tasksare overvalued, while teaching is underestimated.
Teaching is only assessed in terms ofthe pedagogic materials, number of students and courses
taught,neglecting other relevant teaching activities.Contrary to Engineeringteachers, who
recognise the value of being assessed by their students,Arts teachers criticise pedagogic
questionnairessince these have aspects needing to be improved. For instance, students who did
not attend most of the classes should not be able to fill out the questionnaire as a wayto
preventinconsistencies and subjectivity.

According to Arts and Engineeringstudents, they must fill in threepedagogic
questionnairesevery academic year. However, students complain about the absence of feedback
regarding questionnaire results,which are superficially analysed and diffused.

In HEIdthe institutional strategy was to give more weight to the pedagogic dimension because,
when assessment started, the majority of teachers were finishing their PhDs and could not be
assessed by their scientific activity. Three years from now, the weight of each dimension might
be readjusted. If the scientific dimension (research)is deemeda priority, then it will be given
more weight.

Students play an important role in teachers’ assessment, not only by answering pedagogic
questionnaires, but also by participating, throughstudent representatives, in study programme’s
committeesand thus discuss issues related to teachers and teaching. The results of pedagogic
questionnaires are not public;they can only be accessed by each teacher and by institutional
representatives. An overall assessment report is made for eachprogramme,asit was considered
unethical to publish teachers’ individual results and the law does not require it. However, these
results are taken into account for teachers’ assessment. In order to provide a balanced
assessment, from one hundredpoints, fouror fiveare for the results of pedagogic questionnaires.
Teachers with a negative assessment will be asked to produce annual reports and will be
followed closelyby the assessment commission. The existing perception is that teachers in this
situation will end up being dismissed. However, teachers at the top of their career will notbe

affected by this because of their tenure.
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According to Arts and Engineering representatives, teaching assessment performance has some
positive effects: it helps to form an idea on institutionalquality, promotes healthy competition
and fosters improvement. However, both Arts and Engineeringteachers were critical about the
assessment model. Arts teachers arguethat many aspects of their activity are not taken into
account precisely because they are not included in this assessment model. They were also a little
reticent regarding the effectiveness of pedagogic questionnaires because students are constantly
asked to fill them in, increasingdemotivation, subjectivityand inaccuracy.In turn, Engineering
teachers complain about the frozencareer progression and argue that a negativeassessment

implies a very complex and bureaucratic process, most of the times ineffective.

Finally this research also aimed to understand how teachers are motivated by HEIs in orderto
assure and improve the quality of teaching.

In HEI aperformance assessment is seenby the institution’s representative as a motivating
factor. Assessment is perceived as allowing teachers’ work (namely research) to be recognised;
as contributing to some teachers and even schools and study programmes differentiation; and as
promoting teachers’ thorough engagement in the development of their research activity and
productivity. However, performance assessment is also perceived as undermining motivation, as
it mightprevent some teachers’ proper recognitionfor their work,especially if theirmain activity
is not researchand are negatively assessed.

Moreover, other factorsharming motivation were identified: the country’s current
financialsituation;teachers’excessive workload; or their obligation to systematically providedata
on students(success rates, classsummaries, etc.)and penalties for not doingthis.

As argued by Arts and Engineering interviewees,incentives and strategies to effectively
motivate teachers do not exist, are hard to identifyandneed to be developed.

Finally, intervieweesidentified other motivational factors,more intrinsic to teachers, such asself-
motivation, i.e.developedbythem individually or within their working groups.At this level, the
ability to dialogue, to seek for advice from other teachers to solve problems, or the informal
support teachers give to each other, play a preponderant role. Motivation can also derive from
the teacher/student relation andthe will to improve without thinking necessarily aboutcareer
progression.

InHEI Pmotivating and demotivating factors, related or not to the teaching performance
assessment, are also identified. Specifically, performance assessment is seen by institutional
representativesas motivating teachers to improve their quality. Besides havingfinancial
consequences, assessment also entails a ranking of teachers which givesinformation on their
performance in teaching, research, knowledge/technology transfer and management. However,
performance assessment can also act as a demotivating factor when its results are negative or

these are used by institutional management in a way that may be detrimental to teachers.
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Arts and Engineering interviewees find it hard to identify motivation mechanisms,argue that
motivation is not specifically linked with performance assessment or that teachers are already
committed. Motivation can be promoted through the HEI’sincentive bonus system, based on the
attribution of pedagogic incentive awards to teachers (withpositive results in the pedagogic
questionnaires) for their pedagogic and scientific performance. In fact, since the implementation
of this system, teachers started to improve.Other factors perceived as motivating teachers to
assure and improve the quality of teaching are: teachers’ self-motivation;anon-automatic career
progression (but dependent on teachers’ performance); teachers’ personal contact with students
and students’‘informal’ recognition of teachers’ quality; and the school management’s
receptivity and support (more symbolic than financial) to teachers’ initiatives.

In HEI v, institutional representatives assume thatteachingperformanceassessment, by itself,
motivates teachers to improve. This is corroborated by Engineering students who argue that
assessment increases teacher awarenesson students’ needs and problems.

However, teachers feel that assessmentdoes not motivate them to improve.There are no financial
incentives to motivate good performance, besides career progression (currently
frozen).Moreover, assessment is understoodas a time consuming burden, a concernforcing
teachers to care about scoring points in the assessment grid.Teachers can be lead to work and
have a good performance only to get a positive assessmentin this grid and, once thisis reached,
to lose interest in maintaining that same work level, or to engage in some activities which are
less valued.Finally, assessment should be more flexible and more adjusted to each disciplinary
area and type of institution.

In HEIsd, motivation is perceived as a postponed issue. Given the current financialconstraints
of the institution, financially rewarding teachers for their good work is not feasible. A way to
overcome this and to motivate teachers to improve was to include teachers in the decision-
making process, toprovide information and to prevent them from feeling punished when they
get a negative answer (for instance when asking for funding to attend a conference).

There are no formal rewards for teachers’ good performance, except “additional work”,as
ironically stated by Arts representatives. However, some motivation factors were identified,
such as: belonging to a group of teachers; invitingteachers to assumecoordination tasks;
promoting regular meetings with teachers, thus enhancing communication and interaction; and
the institutional attempt to positively reply to most of the initiatives proposed by teachers at
programme level (e.g. study visits). Regarding informal motivation, while Arts representatives
do not recognise its existence, Engineering representatives argue that it occurs whenever
teachers feel their work recognised as a positive contribution to teaching and learning.
Nevertheless, both Arts and Engineeringteachersexpress their low motivation. Among Arts
teachers this is linked with theoverweight of bureaucracy teachers have to increasingly deal with

as well as with the current financial constraints, which have implications for the frozen career
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progression. Besides making it impossible to progress to better paid professional categories, this
situation also affects HEIs’ democraticmanagement sinceonly academics in top career positions
can assume management rolesat schoolor institutional level.However, Artsteachers feel
informally motivatedby the good feedback received from their students or by the possibility of
benefiting fromschedule flexibility.In turn, Engineering teachers argue that there are no formal
ways for the HEI to reward or to punish ‘good’ and ‘bad’ teachers and, hence, to motivate them
to improve. Therefore, motivation is above all a consequence of teachers’ self-motivation. This
is not, however, easy to achieve since teachers do not feel any institutional enthusiasm, interest

or recognition.

2.2. Synthesis

From the analysis one can conclude that all four Portuguese HEIs partially comply with the
ESG related to teaching quality. Indeed, HEIs have selection and recruitment mechanisms
ensuring that staff involved with the teaching of students is qualified and competent to do so.
However, given the absence of information made available on the subject (both by institutional
regulations and interviews),one can only assume that these mechanisms are available to those
undertaking external reviews, and commented upon in reports since during these reviews data
on such mechanisms can be requested. Additionally, regarding other measures to continuously
improve teaching quality (skills development, material support, performance assessment, and
motivation strategies) HEIs are still in an incipient stage. Improvements at this level can
nevertheless be expected in a near future, partly as a consequence of the development by HEIs
of their internal quality assurance systems.

Portuguese HEIs assure the quality of teaching staff, firstly and mainly by complying with
national legislation regarding teaching staff recruitment, appointment and performance
assessment, and secondly by issuing regulations at institutional level to complement national
legislation. National legislation defines academic recruitment (categories and type of contracts)
and stipulates the composition, ratios between categories,and maximum number of staff, the
rules for the accumulation of teaching duties and for teaching performance assessment
(including its consequences). Most of the institutional regulations closely follow the law.
Regarding staff recruitment and appointment procedures, the four HEIs establish as main
criteria: (i) the scientific performance, (ii) the pedagogic performance and (iii) other relevant
activities. The relative weight assigned to criteria and the level of detail describing each of these
differs according to the institution’s strategy.

Institutional support to the quality of teacher performance seems incipient in some cases and
non-existent in othersor, at least in general, does not seem to be recognised. Apparently, while
only one university is developing some support to teaching performance,the other three

institutions do not seem to formally doit.A negative repercussion of this is the relative absence
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of systematic policies to improve teaching skillsthrough training. Moreover, student
diversification, competences or knowledge deficit are problems only informally addressed. HEIs
seem to expect that teaching performance assessment, as well as the pedagogic questionnaire
results, will provide information to support the implementation of measures at this level.

Most of the HEIs are trying to support teaching performancethrough the modernisation of
teaching equipment, size of student groups, etc. However, while most of institutional
representatives tend to consider that equipment and facilities are adequate and sufficient to
assure teaching quality, teachers and students are more critical, arguingthat shortcomings
needing to be addressed exist at this level.Financial constraints seem to emerge as the main
factor negatively impacting material support to teaching quality.

Overall,the four HEIs have their own systems for performance assessment as a response to legal
requirements.Pedagogic questionnaires emerge as a transversal tool for the assessment of the
pedagogic dimension. These systems comply with the national legal framework, which in turn is
aligned with the ESG. Once again given the absence of data on this topic one can only assume
that reports produced in this context aremadeavailable to those undertaking external
reviewssince this is one of the items envisaged by external assessment in Portugal.However,
these systems seem neither to value the teachingdimension as a core academic activity, nor
toconsider the specificities of the disciplinary areas (e.g.Arts) and institutional mission.

There is, among HEIs, a relative absence of concerted and systematic strategies to motivate
teachers and thereby contribute to improve and ensure the quality of teaching. This absence is
especially valid for financial rewards (one university aside). Moreover, teaching performance
assessmentemerges asboth a motivating and a demotivating factor depending on the actors
involved (namely institutional representatives and teachers). Teachers’ motivation seems
therefore to depend greatly on intrinsic factors, linked with self-motivation or the motivation

arising from the belonging to peer groups.

2.3. Good Practices
From the analysis of all the data collected, the following institutional good practices emerged:

e The selected Portuguese HEIs comply with national legislation with regard to the
procedures and criteria for the selection and recruitment of academics.This alignment
acts, by itself,as a transparency tool and as a guarantee for the quality of teachers and
teaching.

e Although incipient, support to the quality of teachers’ performance is provided through
several mechanisms, as those promoted by HEI B-the ‘teaching/learning lab’; the peers
initiative (‘par em par’); pedagogic incentive measures; teachers’ participation in
international teaching forums; the council for the continuous improvement of teaching;

the pedagogic support; and the long distance and e-learning methods.

20



There are also some institutional initiatives to support the development of teaching
skills as,for instance, the case of a unit responsible for training,in HEIa.

Support to teaching is also provided through the modernisation of facilities and
equipment. At this level one can highlight the availability of digital platforms across
HEIs, overhead projectors in classrooms, thedivision of classes in smaller groups (for
practical lessons)and the flexibility of teaching timetables according not only to
students but also to teachers’ needs.

The inclusion by teaching performance assessment of student participation and feedback
(pedagogic questionnaires).

Finally, thefinancial rewards and awards offered by HEI Bto motivate the improvement

of teaching.

2.4. Barriers

As previously,the analysis of the global set of data concerning the four Portuguese HEISs,

allowed identifyingthe following barriers to teaching quality:

The country’s current financial crisis and its negative impact on HEIs’ budget. Although
a strong incentive to teaching quality never truly existed before this crisis the fact is that
it seems to be negativelyimpacting on institutional capacity to provide proper support to
the development of mechanisms promoting teaching skills development, infrastructures,
equipment and size of student groups, teachers’ career progression and motivation.
Regarding the development of teaching skills,the following aspects can be seen as
endangeringteaching quality: (i) the institutional underestimation of teachers’ training
and its non-mandatory nature; (ii) the absence of institutional structures supporting
teachers to overcome pedagogic issues; (iii) and the lack of time for teachers to attend
training due to their current workload, including bureaucratic/administrative tasks,
which could be minimised if there were sufficient human resources.

Concerning infrastructures, equipment and size of student groups,one can stressas
barriers the inadequacy of the existing facilities/equipment with regards to the specific
needs of different disciplinary areas or programmes (e.g. Ar7s).

The modeladopted by HEIs regarding teachers’performance assessment does not seem
to be the most appropriate. As globally stressed by teachers performance assessment
tendsto privilege research over teaching and does not meet the specificitiesof some
disciplinary areas (as Arts), or even institutional mission (as that of polytechnics).

Given the early stage of its implementation,academics and students cannot fully

articulate the components and effects of performance assessment.
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Additionally, students are neither fully involved in performance assessment (as
evidenced by low response rates to pedagogic questionnaires) nor do they get proper
feedback on thisinvolvement.

Overall, HEIs do not have solid and systematic strategies to motivate teachers. HEIs
have a very narrow concept of motivation mostly associated with financial rewards. In a
time of financial crisis, this constitutes a problem.

Furthermore, contrarily to HEIs’ expectations, teaching performance assessment
appears to act as a demotivating factor.In one institution, althoughcareer progression
andcorresponding higher salaries could act as external motivationfactors,this is not

possible since progression is currently frozen.

3. Recommendations

Finally, based again on the research findingsconcerning the four Portuguese HEIs, one can

makethe following recommendations, targeting both institutional managers and policy makers.

Recommendations for institutional managers

Enhance teaching quality through the development of training systems.

Turn pedagogic training mandatory.

Reduce teachers’ current bureaucratic and administrative workload, by offering them
additional support from administrative staff.

Adjust the existing facilities and equipment to the specific programme needs.

Adapt size of student groups to the specific programme needs.

Adapt teaching performance assessment to the specificities of disciplinary areas and to
institutional mission.

Enhance student participation in teaching performance assessment.

Promote a greater discussion with teachers and students on assessment and its results.
Develop a broader perspective on motivation mechanisms, including financial and non-
financial rewards.

Consider the restructuringof teachingperformance assessmentso that this can act as a

motivational factor.

Recommendations for policy makers

Provide adequate support to HEIs (financial or otherwise) so that teaching quality can
be properly enhanced.

Enable academic career progression.
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e Update legal framework to emphasiseteachers’ pedagogic training as a condition for

career progression, so HEIs ascribe it a bigger value.
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