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Abstract: Human Resource Management (HRM) includes recruitment, training, development, motivation and evaluation of the staff
who will achieve the goals of the organization and perform the necessary activities to be successful. The success of the organization
depends on the effective use and management of human resources. Considering that The Ministry of Turkish National Education has
the most crowded personnel and the potential of leading the future human resources, the HRM strategies of this organization
becomes significant. In this study, it is aimed to investigate to the human resources management practices of the Ministry of Turkish
National Education from the perspectives of teachers who are also the human resources of the system. In this research, holistic-
multiple case study design was employed and the open-ended interview form which includes nine questions considering the
functions of the HRM was utilized as the data collection tool. Research results showed that teachers know the duties and
responsibilities which are declared in their job definition but they do not consider some of the significant professional efficiencies
such as planning, assessment and evaluation. Moreover, the ministry does not make long-term plans in order to determine the
required human resources, and also the functionality and subjectivity of the system is under discussion in terms of selection and
appointment. What's more, the desired aims cannot be reached in terms of professional development. Teachers have the anxiety of
performance evaluation based on accountability, and they emphasize fair and subjectivity in terms of payment, rewarding and
discipline.
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Introduction

Today's organizations have to manage their human resources in the most effective way in order to take the advantage
of competing under the rapid changes. Middlewood and Lumby (2009) avoided the term such as competitive and
preferred more indefinite terms like effectiveness, success or optimal performance (p.5). They referred human
resource management (HRM) as “the key to the provision of high-quality educational experiences” and that “educational
organizations depend for their success on the quality, commitment and performance of people who work there (p.5)”

In the 1890s, when the industrial welfare work emerged slowly, people recognized that the principles of science could
also be applied to the management of people. Wilkinson, Redman and Dundon (2017) stated that there is an alteration
from direct systems of management (personal supervision, traditional paternalism, and simple piecework systems) to
more technical systems of management and bureaucratic forms of employment (p.5). So in the late 1980s, the term
HRM appeared as an alternative to personnel management. As Middlewood and Lumby (2009) indicated, the HRM is
another but more strategic and dynamic interpretation of effective staff management in organizations. When Gary
Becker from Chicago University got Nobel Prize in economics with his theory of "Human Capital”, the term HRM
became popular both in the world and in Turkey (Ulsever, 2005).

There has been an argument in the new interpretation of HRM whether it has only changed on paper or there has been
a more sophisticated disguise (Wilkinson, et al., 2017). While this argument still continues, the important thing is that
although it seems same to manage people and other sources in theory, it is quite different in practice in terms of skills,
abilities, knowledge, personality, gender, the difference in experience, motivation, etc. (Bratton & Gold, 1994).
Moreover, all these variables should be managed well for the sake of organizational success.

Bratton and Gold (1994) defined HRM as “part of the management process that specializes in the management of people
in work organizations" (p.5). It also includes hiring, training, developing, motivating and evaluating the personnel who
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would carry out the tasks required to reach the organizational goals. What the HRM aims at is to increase the
productivity and the quality of the workplace by meeting the needs of employees; to take the advantage of competition;
to guarantee the flexibility of work power. In this sense, HRM can meet the bureaucratic expectations of the
organization. After all, HRM adopts the principles of competence, career, equality, assurance and objectivity (Akcakaya,
2008; Cengiz, 2010; Camlik, 2013; Ozdemir, 2014; Saylan, 2013 and Tan, 2015).

HRM Practices in the Ministry of Turkish National Education

The Turkish Educational System met the term of staff management between the years of 1960 and 1970, and the
human resource management came into the scene with total quality management in 1990. Although HRM has rooted in
the reform era in times of the Ottoman Empire, Human Resources Management Head Office was established under the
Ministry of National Education (MoNE) in 2011 (25/8/2011, 652 number enactment).

Human Resources Management has an extensive structure consisting of sub-functions such as teachers' responsibilities
and professional competency fields (job analysis), the quality and quantity of the human resource, selection and
appointment, education and development, performance evaluation, fee, price and discipline management. The
functions of Human Resources are important because it supports the organizational strategy through constructing,
improving and sustaining a working power who is productive and proficient and have the required skills to reach the
organizational goals (Decenzo, Robbins and Verhulst, 2017:30).

According to DeCenzo et al. (2017), job analysis is "the information and skills that the individuals need, and it gives
information for the works in practice" (p.113) and it is considered as a starting point for HRM practices. Teaching is
considered as a special expertise in National Turkish Educational System and is performed according to the main
purposes and principles of national education. Training of preparation for teaching, world knowledge, special field
education and pedagogical formation are serviced at the higher education institutions. On the other hand, teachers also
gain the duties and responsibilities of teaching profession after they are assigned at schools through in-service
education (1739 National Education Fundamental Law). Lately, in order to enhance the perception towards teaching
profession, strengthen the statue of the teaching profession and increase the quality of the teachers, teachers'
competencies have been defined under the dimensions of "occupational knowledge, occupational skill, attitude, and
values". In this context, while occupational knowledge contains field knowledge, field education knowledge and the
knowledge of regulations; occupational skill includes planning, constructing the learning environments, managing the
teaching and learning process, assessment and evaluation. Moreover, the dimension of attitude and values includes
moral and family values, approaching students, communication and collaboration, and professional development
(Teacher Strategy Document, 2017-2023).

DeCenzo et al. (2017) stated HR planning is to provide an organization to reach an appropriate number of qualified
employees at the right time and place. The MoNE determines the numbers of required teachers based on the weekly
course loaded, teachers needed at the school, the number of classrooms and the number of students (Regulation for
Permanent Staff of Administrators and Teachers Working on the MoNE Schools, 2016). Examining the regulations and
practices of MoNE, there seem to be no clear criteria related to the qualifications of a teacher. What's more, teachers are
selected according to their world knowledge, field knowledge and pedagogic knowledge (1739 National Education
Fundamental Law, Item 45). Put differently, the MoNE takes into consideration the bachelor degree, public personnel
selection examination, field knowledge examination and the interview in the selection of the teachers. Moreover,
teachers are appointed as contractual personnel (the MoNE Regulation of Appointment and Translocation, 2015).

HRM gives the opportunity for the employees to develop and train themselves with its practices (Albrecht, Bakker,
Gruman, Macey & Saks, 2015). As to employ qualified teachers, to increase the personal and professional development
of the teachers, and also to determine and eliminate the deficiencies of the teachers, MoNE organize induction and in-
service education programs. The in-service education planning is published and spread every year, and it is conducted
either mandatory or voluntary via distance or technology-based education, or face-to-face (Regulation of Training
Inductive Teachers, 2017; Regulation of In-service Education, 1995).

Performance evaluation processes are strong tools for the participation and improvement of the employees if they are
completed effectively. However, this process is occasionally managed in such a bad manner that it leads to
disadvantages rather than advantages (DeCenzo et al., 2017). There are two basic purposes of teacher evaluation
systems (OECD, 2009). One is to make the teacher evaluation for improvement which determines the strong and weak
parts of the teaching occupation in order to improve the classroom practices of the teachers. In this way, the teachers’
performance is evaluated as a component of school development plan. The other purpose of the teacher evaluation
systems is to keep the teachers responsible for their performance and relate it with many outcomes for their
professional career such as increase in salary, promotion, additional evaluation scores. Put differently, the
accountability function of the teacher evaluation aims to encourage teachers to do their best at work. Based on the
Teacher Strategy Document 2017-2023, the MoNE will change the teacher performance evaluation criteria into a 360-
degree evaluation system. Nevertheless, it is still conducted as a pilot study in different regions. This evaluation
includes a multiple evaluation systems fed from different sources considering the scores given by the parents, students,
the teacher himself, other teachers and the administrators. On the other hand, the system aims at determining the
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success of the teachers via an examination conducted in every four years (2017-2023 Teacher Strategy Document,
2017).

In related to the wage system, DeCenzo et. al. (2017) indicated the top management aims to identify a charging system
to prevent leaving the job and to motivate the employees, and moreover this system should be fair and equal for
everyone. In Turkey, wage policies are determined based on the 657 Public Servants Law and include the social aids
and services to the teachers. Similarly, the prizing and discipline system also take place in the 657 Public Servants Law.
Nevertheless, a scheme is being prepared in the Teacher Strategy Document for career and prizing.

Apart from the regulations, examining the related literature, Benligiray (2009) stated that human resources
management has not been attracted to 2000s in Turkey contrary to other countries because of the conditions in Turkey.
Then, there seems to be an increase in the research such as master and Ph.D. dissertations. Tuncay (2015) ascertained
that in the research, the USA HRM literature is basically considered. Although limited, there has been some research on
"favoritism" which can be referred to the Turkey context. Although the MoNE is criticized not to put into the
regulations into practice in terms of personnel management, it has been altering through HRM in an organizational
context. Considering that the MoNE has the most crowded personnel and the potential of leading the future human
resources, the HRM strategies of the MoNE becomes significant. However, except a few research (Oztay, 2006; Saylan,
2013), the practices have not been examined scientifically and holistically enough. In this sense, the current research
aims to examine the views of teachers on the HRM practices performed by MoNE, and to identify "what the teachers
think on" and "how they evaluate" the function of HRM.

Methodology
Research Design

The current study is designed as a case study as it is aimed to identify "what the teachers think on" and "how they
evaluate" the human resources management practices of the Ministry of National Education (Yildirim and Simsek,
2013). HRM is handled as a case for the study. Each of the functions of HRM (the duties and responsibilities of teaching
occupation, professional competence, the qualifications and quantity of the teachers, teacher selection and
appointment, education and professional development, performance management, and "teacher salary, punishment
and reward) can be considered as cases itself perceived independently so holistic-multiple case study design was used.

Participants

In this research, a total of 28 teachers working in state primary, secondary and high school in centre of Denizli
according to the purposeful sampling. The school type and their teaching field were considered to provide the variation.
In order to identify the common themes and their values among the views of the teachers who are working in such
different types of schools (Yildirim and Simsek, 2013), maximum variation sampling method was used for the selection
of the participants. Table 1 shows the demographics of the teachers.

Table 1. Demographics of the participants

f

School Elementary 5
Secondary 11

High school 12
Gender Female 10
Male 18
Educational Level Bachelor degree 26
Master degree 2

Branch Psychological Guidance and Counseling 3
Pre-school /Classroom 4

Turkish/English Language 5

Mathematics/Science 8

Social sciences 3

Others (vocational, physical education, religion,...) 5

Experience 1-10 year 6
11-20 year 7

21 year + 15
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Data Tools and Procedure

Interview questions related to the literature on the HRM were prepared. Organized after the views of experts and
results of the pilot study, the open-ended interview form includes nine questions considering the functions of the HRM.
Some examples from the interview form as below: "Have you been educated related to the duties and responsibilities of
the teaching occupation?”; "What are the professional efficiencies that a teacher should have?"; "What do you think about
the practices of the MoNE in identifying the required qualifications and numbers of a teacher?”

As for the data analysis, a data set was prepared via transcription of the interviews records. The researcher and an
expert having the qualitative research experience independently coded the data. Then, the codes were compared and
sent to a third field expert. The last form of the code list was arranged under the sub-themes in terms of the main
themes of each HRM function. In organizing the theme-code association, internal-homogeneity and external-
heterogeneity were being into consideration. The dataset was re-examined in terms of themes and the last form of main
theme-sub-theme-code association was constructed. The research was reported with direct quotations reflecting the
related theme and codes. Moreover, for the validity and reliability of the research, the research design, study group,
data collection tool and process, data analysis and results were explained in detail.

Findings / Results

According to the findings, the data were reported under the titles of seven main questions such as "the duties and
responsibilities of teaching occupation”, "professional competence”, the qualifications and quantity of the teachers",
"teacher selection and appointment”, "education and professional development”, "performance management”, and
"teacher salary, punishment and reward".

The duties and responsibilities of the teaching occupation

Participants’ responses to whether they have taken any education on teaching occupation’s duties and responsibilities
were reported under the themes of pre-service and in-service, and are shown in Table 2.

Table 2. Training in regard to the duties and responsibilities of teachers

Theme Code f

Pre-service Bachelor degree 21
Teacher Academy 2

In-service Induction period 9
With experiences 5
In-service training 17
Books 1

Examining the views of the teachers, teachers have been informed about the duties and responsibilities of the teaching
occupation both in pre-service and in-service education. A teacher stated "...we started to teach after we were educated
on this issue. Moreover, we participated in in-service training” (T10). Some teachers indicated however, they have been
informed via their experiences, "...teaching is learned through experience. You learn while teaching (T22)", and "I have
taken pedagogical training at college and did not get any kind of other special education. I have learned my duties and
responsibilities through years by my experiences (T1)".

Professional competency

Under the theme of professional competency that a teacher should have, sub-themes of professional knowledge,
professional skill and attitudes and values were given in Table 3.
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Table 3. Teacher views on professional competency

Main Theme Sub-themes Codes f
Professional Professional knowledge Professional knowledge 20
competency (Field knowledge; Field education Has taken pedagogical training 3
knowledge; Regulations)
Professional skill Effective instruction 13
(Planning, Preparing the environment, Discipline 4
managing the process, assessment and Implementing the curriculum 2
evaluation) Objective assessment and evaluation 1
Attitudes and Values Attitude to students 17
(National, Moral, Universal Values, Attitude to Communication skill 13
students, communication, cooperation, About learning 11
personal and professional development) Positive attitude towards occupation 7
Being a role model 6
Scientific attitude 4
Being a leader 5
Interdisciplinary knowledge 4
Adopted social /national values 3

Teachers mostly mentioned professional knowledge in regard to professional competencies that a teacher should have.
A teacher stated that “.. (a teacher) should be an expert in his/her field. S/he has to take pedagogical training... (T 4)",
while another teacher indicated that "... (A teacher) should be qualified with knowledge of his/her field (T 10)". Apart
from professional knowledge, teachers also underlined effective instruction related to professional skills. Apparently,
teachers give importance to students' developmental properties and motivation under this sub-theme. These two state
of the teachers exemplified the general views as "(a teacher) should perform methods and techniques appropriate for the
students’ ages (T 27)”, and "... the teacher should know all the characteristics of his/her group age (T 8)". Furthermore,
some teachers emphasized the management of the process and implementation of the curriculum stating that "..we are
supposed to implement the curriculum at first (T 7)", and ".. (A teacher) should manage the class. S/he can either make a
joke or be angry in class (T 1)".

Nevertheless, teachers expressed their views mostly on teachers' attitudes and values. Particularly, the views on
attitude towards students, communication and positive attitude towards the occupation are similar. some of the
statements are such that "I think primarily commitment, self-sacrifice is important (T 13)"; "..has to be healthy, can
transfers his/her energy to children (T 1)",; "...should love children and his/her job (T 1)"; "...when you enter the class, you
are alone with the students. You have to put your problems aside so you can give all your attention to the students and be
useful for them (T 14)"; "... (Teaching) is an occupation that should be performed with ties of affection (T 19)". In a similar
way, teachers indicated their views on communication such that "Never mind how far a teacher is an expert in his/her
field; if s/he cannot communicate well, s/he will be unsuccessful (T 17)", or "..should have an effective communication
style, have the efficiency for reaching all ages of students (T 16)". Some of the teachers' statements are about being a role
model as "Teachers should not only teach theoretical information of their fields but also be a role model (T 3)" and "...The
child imitates you, copies almost everything from you. You are a model with your mimics, behaviors; with everything you
have (T 8)". Apart from these, teachers emphasize the importance of personal and professional developments with the
statements such as "...should be a teacher who develops him/herself in the field, is open to changes and innovations and
updates him/herself (T 23)", or "..should have comprehensive knowledge on his/her field, follow the developments, and

have the characteristics of investigating and questioning (T 28)".
Qualifications and quantities of teachers

Under the theme of attaining teachers by the MoNE in terms of their quality and quantity, sub-themes of teacher
qualifications, teacher quantities, and suggestions were gathered. Table 4 displays the views of the teachers.
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Table 4. Teacher views on qualifications and quantities of teachers

Main Theme Sub-theme Codes
Qualifications  Quantity Adequate 8
and quantities Inadequate
Quality Not consider the quality 13
Being graduated from Faculty of Education of 8
having a pedagogical training certificate
Suggestions Long-term planning 21
The quality of pre-service education should be 14
increased 5

Permanent staff

Some teachers think that the number of the teachers are inadequate. T 11 stated, "The policies of the MoNE is not
sufficient enough to determine the quality and quantity of the teachers. In some regions, there are many teachers and they
cannot find a course to teach. However, some schools do not have teachers in some regions.." In other respect,
participants indicated that the MoNE only considers the diploma or certificate of teaching to identify the qualifications
such that "...The ministry considers the training at the faculty but I think this is not enough (T 6)". The suggestions of the
teachers are the decrease in the number of faculties of education, long-term planning including a need analysis and
implementing the permanent staff regulation. Moreover, the teachers suggest increasing the quality of pre-service
education. Some statements about the suggestions are such as "..as the permanent staff system can be conducted well,
needs can be determined more accurate (T 4); "..There are many graduates from the faculties. They cannot be appointed
as teachers at the same time. A 10 or 15-year long-term planning should be made. The number of the faculties of education
should be decreased, I think (T 5); "First of all, only the number of teachers needed by the ministry should be trained (T
27)" "..The number of graduates is more than what the MoNE needs so the ministry and the university should be in
coordination while determining the quota (T 28)"; "..I don't think that they make an effective planning, continuously a new
faculty of education is being established (T 19)".

Selection and appointment of the teachers

The data was organized under the sub-themes of selection, appointment, and suggestions about the theme of selection
and appointment of the teachers that the MoNE need. Table 5 displays the views of the teachers.

Table 5. The views of the teachers on the policies of teacher selection and appointment

Theme Sub-themes Codes f
Selection and Selection A fair selection 30
appointment A selection exam 11
Inadequate 3

Appointment Contractual appointment 10

Timing 2

Provisional appointment policies 1

Suggestions The selection system should be changed 19

There should be no change in fields 1

Teachers generally indicated the two-phased exam (oral and written) which is conducted as required by the
regulations in terms of the selection of the teachers. T 5 stated, "Everyone graduated from the teacher training faculties
can be a teacher, of course, if s/he can pass the exams". Nevertheless, teachers commented on the objectivity of the
interviews and whether the selection is fair or not such as; "As the teacher selection policies depend on the interview today,
it is unfair and intended to spoil system...Appointment policies are unfair, also (T 13); "Interview is at best subjective and
open to interpretation. If a selection were subjective, then it would be suspicious. There should be objective, quantitative
assessment (T 12)". Another teacher pointed out the fair appointment system stating, "I don't have enough information
on questions and the interview. The important point here is to be objective. What the right thing is to appoint the deserved
one (T 7)". As for the appointment policies of the ministry, the teacher mostly emphasized the contractual positions.
While some teachers criticize the policy such as “..a teacher’s being contractual. Who makes the contract and according
to what? This may cause the teacher not to focus on his/her occupation enough (T 12)"; "I think contractual teaching
arouse problems in training students. Human training is impossible with anxiety (T 13)", some others support indicating,
"As we think our biggest aim is our students, there should not be students without teachers. In this sense, I think that
contractual appointment is a right policy (T 7)". Examining the suggestions of the teachers, they think that the existing
system should be changed. "I think it is wrong for a pre-service teacher to pass a written and an oral exam in terms of
timing. It should be decided whether s/he could do teaching before the university (T 28)"; "it should be done in a fair and
objective way for a qualified and sufficient number of teachers (T 28)".
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Training and Professional Development

Under the theme of training and developing in-service teachers, there are three sub-themes named negative, positive
and suggestions. Table 6 displays the views of teachers about implementation.

Table 6. Teacher views on training and professional development of teachers

Main Theme  Sub-themes Codes
In-service Negative views Inadequate
training Reluctant teacher
Timing
Not giving required importance
Unproductive
Unqualified/reluctant educator
Not participate in decisions
Positive views To identify the education need
Various numbers of education
Opportunity for the teacher
Suggestions Should increase the quality
Collaboration with the university
Assessment and Evaluation
Voluntary participation
Localization should increase
Planned

O
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Many of the teachers have negative views on training and developing the inadequacies of the teachers. Some of the
views are given below. "The MoNE published this year's education plan. When we examined it, we saw that there is not an
in-service education plan to provide a professional development (T 2)"; "...When we examine the in-service education
policy, there is training for the teachers but these trainings are perfunctory. The training does not suit their purpose (T 9).
Although teachers indicated their negative views on in-service training, they also made self-criticism because of the
reluctant teachers. "I don't think that in-service training is sufficient. They are not treated seriously enough. Maybe it is
about us. There should be a perception of a requirement if there is a training (T 6)"; "There is actually good experiences for
identifying the inadequacies but I think they are perfunctory. It is somehow because some friends perceive them as
drudgery (T 13)". Apart from this, teachers underlined the timing of the training to increase the quality. "We as teachers
also demand these (trainings). The problem is that the process is unproductive. The presenters are inadequate and boring,
and timing is not suitable for the teachers (T 22); "It would be more productive if the in-service training is organized in
seminar periods, midterm or summer sessions in order not to prevent the instruction (T 4)"; "I want to develop
professionally, however, I cannot find enough time to participate in such training. As a woman, I cannot participate in such
training (T 6)".

Teachers also commented on the educators who are other important components of in-service education: "“...The ones
who give the education should be the volunteer, qualified because teachers do not participate in these training voluntarily
so they are not productive (T1)"; "...The ministry chose these educators without assessing their academic information. Is
this the one who can give the education? How can s/he transfer? The ministry ignores these and just asks —-can you take the

charge? (T 8)".

Apart from all these negative views, one of the teachers said the ministry made need analysis for the educations:
"...every year, an announcement about the in-service educations are made. We are asked in which area we need an
education; we fulfill a form and send them (T 7)" Moreover, some teachers indicated that in-service training are
opportunities for the teachers and there is much education that can benefit. The suggestions of the teachers about their
observed problems are those in-service teachers might be more functional, teachers should not be forced to participate
in these training, educations' outcomes should be evaluated and the cooperation with the academy should be increased.
These are some statements of the teachers: “Generally, teachers are gathered in a place and somebody speaks. They make
an exam and give a certificate but even they don't know whether the teachers have learned or not (T 11)", "..I think
teachers need in-service education but they need a real one, more serious and practical (T14)"; "Some time the ministry
collaborate with the academy, we have taken direct in-service education. I think they should be varied and continued (T
7)" and "There should be experiences which suit the needs of today and functional; they should have taken our suggestions
and practice them (T 20)".

Performance evaluation

Table 7 displays the teachers' views on the sub-themes of negative views and suggestions under the theme of
performance evaluation carried out by the ministry



840 | COBANOGLU ETAL / Human Resource Management Practices in Turkish Education System

Table 7. Teacher views on performance evaluation

Main Theme Sub-themes Codes f
Performance Negative views Wrong 14
evaluation The negative effect on the teacher 9
Inadequate 6
Suggestions Who should evaluate? 15

Objective criteria

Factors affecting success
Unnecessary

Career stages should be considered

NN U=

Most of the teachers criticized the system planned and discussed lately rather than evaluated the current
implementation of evaluation policy of the ministry. "Performance evaluation has been negotiated and got reactions.
Performance criteria are very functional on paper. However, we have not trained the teacher in this way. We are expecting
different criteria from the teacher we have trained (T 3)"; "This is not a system that develops the teacher performance. This
is an implementation that damage the peace and communication between the teachers, parents, management (T 2)".
Apart from these criticisms, some teachers also added that this implementation might affect the teachers in a negative
way: "Who will assess the performance? The parents? The student? According to what? Will it be objective? This is very
troublesome. In case of being subjective, good teachers might become the target (T 4)"; "...It might be disturbing for a
teacher to feel the necessity of recommending him/herself to the evaluators (T 7)". On the other hand, teachers have a
disagreement about participating in the evaluation process. Some of the teachers indicated that all parts should be in
the process, but some limited this in management, students or colleagues. Some of the teachers underlined the quality
of the evaluator like T 27; "Evaluators should do their job if they have more sophisticated than the teachers".

Examining the suggestions about improving the implementation, the teachers have an agreement on objective
evaluation criteria, while the other group stated that evaluation should be done considering the conditions affecting
success. “It should be discriminated who is working and who is not. Performance evaluation should be more rationalist
and more objective. The teacher cannot be evaluated with 100 questions. How can a parent evaluate the teacher? Can a
parent who has never participated in school meetings evaluate the teacher? (T 3)". “..To educate a student in vocational
high school is harder than for a student in science high school That's why this situation should be regarded while
evaluating, I think (T 10)"; "..our administrators evaluate us. I don’t know according to which criteria are we evaluated (T

6)"
Salary, Rewarding and Discipline

Table 8 displays the teachers' views on the sub-themes of implementation and suggestions under the themes of
payment, reward, and discipline.

Table 8. Teacher views on the salary, reward and discipline policies of MoNE

Main Theme Sub-themes Codes f
Salary Practice Inadequate 23
Effect on professional performance 6
Adequate for country situations 4
Unfair 4
Suggestions Should be revised 14
Rewarding Practice Inadequate 17
Motivating 10
Favoritism 5
Suggestions Fair 20
Should not be material 2
Should be material 1
Should be increased 1
Education for the administrators 1
Discipline Practice Not operating the discipline system 6
Being too tight 6
Adequate 5
Not deterrent 2
Suggestions System change specific for the 8
profession
It should be a self-control 6
Should be same for everyone 5
It should not be a complaint line 2
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Most of the teachers indicated that their salary is inadequate and charging policy should be revised while some others
stated that their wages affect their performance and it is unfair. Some views of the teachers are as below; " The wages
are unfortunately inadequate. We just make a living but cannot make any improving activities (T 10)"; "A teacher should
feel comfortable economically (housing, childcare, bills, etc.), should not have financial problems, have a comfortable life (T
1)"; "I cannot get the education I would like to take because of the high prices. It is not only about the education; a teacher
should also feel comfortable economically, psychologically and socially so s/he can give a qualified education. I cannot
educate well unless I have not economic freedom, psychological well-being and good physical health (T 6)"; "Some of the
teachers are really charged few but some others are high (T 28)". Another teacher rationalized the situation such as "If
we evaluate the salary on the basis of my country, well, it is enough; however, it is not for the world. I just make a living. I
cannot develop myself. It is not really enough (T 8)".

As for the reward policy of the ministry, most of the teachers think the system is insufficient while some others
emphasized the effect of rewards on motivation, and the favoritism. In this sense, the teachers stated "..There should be
a reward. It should be fair. The reward is surprisingly motivating (T1)" and "The importance of the reward cannot be
ignored however it is critical when and according to which criteria it is given. Is it really a reward for success or
qualification or is about politics and favoritism? (T20)". Accordingly, the teachers' most significant suggestion is the
reward system should be fair. While one of the teachers stated "What is important is that what is the achievement of the
students? It should be carefully examined and the reward should be given according to this. Subjective evaluations should
be definitely removed (T27)", while another teacher brings a different perspective by saying "...we observe that school
administrators are not charging as leaders. Some try to manage like a boss. So they do not know to acknowledge or
rewarding. That is why maybe only the administrators can get an education on this issue. In this way, they can help the
teachers in terms of human resources so the teachers are motivated (T19)".

Some of the teachers indicated that discipline system is not being implemented as T18 said, "It is not deterrent anymore.
Like rewarding, punishment is not implemented also”. Nevertheless, some teachers thought that the system is
implemented so tight such as "You are in a definite frame as a state servant. You cannot behave ignoring laws and
regulations. There should be a discipline but not for being late or not wearing a tie. However, if it continuously happens,
perhaps there is a malicious intention so there should be a punishment (T11)". The most significant criticism of the
teachers is that there is not any discipline model specific to the occupation, and teachers do not consider self-discipline.
Some statements about this are, "People do not feel free under the disciplined approach which gives importance to
appearance. A teacher who does not feel himself free is restricted. There should be an only discipline schedule but self-
discipline should be regarded more (T16)", and "It should be more practical otherwise people believe that never mind what
happens, nothing happens so they pay no attention (T8)". Another striking finding is that as in the reward system the
teachers also emphasized fairness for the discipline system: "The punishment should be for who deserves like in the
reward. There should be justice for both rewarding and punishment (T22)".

Discussion and Conclusion

It is clear that in the field of education, teachers have a powerful effect on student learning and school effectiveness. It is
possible to paraphrase the statement of Bratton and Gold (1994) "Successful corporate leaders recognize that their
competitive edge in today's marketplace is their people”(p.3) as "successful educational leaders should be aware of that
the teachers have the effectiveness and success advantages for the national and international arena". It is because that
reaching educational goals is closely related to the quality and quantity of the teachers who lead this process.
Furthermore, if the teachers do not reflect each innovation in educational area to the learning environments, it is clear
that no goal can be reached. This research examined the human resources management practices of the Ministry of
Turkish National Education from the perspectives of teachers who are human resources and concluded that teachers
have a pessimistic view about these practices in general.

As for the job analysis that is considered as a starting point for HRM practices, results showed that teachers learn the
required duties and responsibilities in preservice and in-service education and they know the required duties and
responsibilities. When it comes to required professional competencies they should have, despite of this result, they only
give importance to the attitudes and values such as professional knowledge, approaching to students, communication
and developing oneself while the especially focus on effective instruction and discipline in terms of "professional skill"
(Teaching Occupation Basic Competencies) and they ignore the stages of planning, preparing the learning
environments and assessment and evaluation which can determine the success of instruction process. In the study of
Teacher Competencies by Turkish Education Association (2009), approximately one-third of the teachers indicated
they do not believe in even the necessity of the lesson plans. Similarly, Sahin (2011) found that field knowledge and
field education are the most important two of the values that a teacher should possess however assessment and
evaluation is at last in this classification. Moreover, Arslan and Ozpinar (2008) concluded that inductive teachers feel
inefficiency in the skills of using alternative assessment and evaluation techniques, and knowing professional rights
and responsibilities even though they all take place in sourcebooks. Gelbal and Kelecioglu (2017) determined the
teachers need education for preparing and using assessment techniques.
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Results on planning the necessary human resources in required quality and quantity showed that the Ministry does not
make any need analysis and long-term planning and the Ministry does not give enough importance to the quality of
teachers to be employed, and the diploma is seen to be enough to be employed even though it is not. It is obligatory for
the success of the system that the MoNE should plan needed number and qualified of teachers. Nevertheless, in Turkey,
there has been no planning for the need of teachers, moreover more teachers than needed have been trained in some
fields. In the document of the 2010-2014 strategic plan of the MoNE, it is stated that supply and demand equilibrium
cannot be provided enough, the education plans are short-term, and they often change. As a matter of fact, the Ministry
indicates that the quota of the teacher training programs should be in accordance with the teacher requirement in its
Teacher Strategy document (Strategy Document, 2017). Similarly, the MoNE has been carried out some attempts (the
MoNE Teacher Profession Basic Competencies, 2006; 2017) to identify the teachers' competencies in order to train
qualified teachers. Nonetheless, it is strictly criticized that although there are Faculties of Education, there are also
some programs of certificate to train teachers in an unplanned way or surplus labor in other fields are appointed as
teachers at this situations decrease the quality of the teaching profession (The TEDMEM Evaluation Report 2017: 71;
Doganay et al,, 2015; Yayla 2015; Azar 2011; Sisman 2009).

Current results revealed that teachers demand justice for the teacher selection and appointment policy of the ministry,
especially for the oral exam, and also the current selection system should be revised. Ministry also emphasizes that
selection of the teachers should be reorganized as multiple stages and with clear criteria. In this sense, the Ministry
added there should a selection system in which alternative evaluation methods take place in and required basic
competencies of the candidates can be evaluated (Strategy Document, 2017). Another issue about the selection of
teachers is the preferred approach for the selection of teachers. As employing right people increase the productivity
and profitability (DeCenzo et al,, 2017: 30), selection of the teachers is an important human resources practice in terms
of education system effectiveness. In Turkey, the teachers are selected via written and oral exams among the ones who
have a diploma or certificate of teaching. In this sense, both university entrance examination and teacher selection
examination are disputable in Turkey. Some research indicate that in Turkey, university entrance examination which
assesses the cognitive domain fails to select students who have required qualifications for the faculty of education, and
so teacher training programs need their own mechanisms to provide the opportunity of selecting their students
(Sendag and Gedik 2015; Doganay et al. 2015; Sisman 2009; Gok, 2017; Yayla, 2015; Ozer and Alkan, 2017; Tekisik
1986). In addition to this, there are various approaches and models benefitted from for teacher training since the first
years of Turkish Republic; however, teacher profession is not still at the desired level. According to Gunes (2016), some
reasons for this situation are that some academics teach subjects that they think are important; enough important is
not given to gain the required skills for teaching profession, transferring them to practice and teaching to students; and
there are some courses which do not contribute to teachers and field teaching in the programs. Furthermore, the
teachers do not think that the selection examination of the ministry is not appropriate to select a qualified teacher
(Akdemir 2013; Sezgin and Duran, 2011; Memduhoglu and Kayan, 2017; Gundogdu, Cimen and Turan, 2008; Erdem
and Soylu, 2013; Eraslan, 2004; Nartgun, 2011; Karatas and Gules, 2013; Guven, 2010).

Current research concluded about the professional function of the HRM that the teachers thought that the in-service
training is inadequate, are not conducted in time and should be revised in terms of quality. Luthan et al. (2010) defined
the psychological capital as “an individual’s positive psychological state of development (p.2)", and concluded that short-
term training can provide an improvement in the on-the-job performance of the employees. Many of the research agree
that a qualified in-service education is a tool for a qualified education as well (Training, P., & Programmes In The E-, C,,
2011; Theunissen and others, 1998; The European Commission, 2012; EURYDICE European Unit, 1995). Accordingly,
the 2017-2023 Teacher Strategy Document of the Ministry also included the aim of continuous personal and
professional development of the teachers (the MoNE, 2017). On the other hand as indicated in some research (Bayrakci,
2009; Tuncel and Cobanoglu, 2018) which also supports the findings of the current research, the most important
problems facing in-service training activities in Turkey are a lack of professional staff, no collaborative partnerships
between teachers, no provision for feedback and no systematic in-service training model.

Parallel with the views of teachers, inadequate need analysis might be the reason for these problems. Moeini (2008)
indicated that in the most of the teacher training plans, need analysis is often ignored which not only causes waste of
time, human resources, and money but also decrease the motivation and excitement of the individuals participating in
the training. Instead of focusing on the pre-existing knowledge and beliefs of the teachers and their needs, the
government-based in-service training concerns what teachers need to know and how they can be trained (Bayrakci,
2009). As Speck and Knipe (2001) indicated teachers displeased the professional development practices which are
imposed on them from the top (cited in Bayrakci, 2009).

Considering the professional development theme, another research finding that can negatively affect the Ministry’s
HRM practices is that teachers are reluctant to get the in-service training. In TALIS research findings of OECD (2009)
teachers in Turkey also perceive their own professional development need in low levels. Apart from the insufficient
participation of teachers in the activities of professional development, they also do not feel any need for the
development, and it is a critical obstacle for the professional development. In Turkey's teacher training process,
teachers do not gain the skills of learning to learn, self-development and lifelong learning enough, and that is why there
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are some problems for teachers in progress and improvement in the profession (Gunes, 2016). However, as Beardwel
and Thompson (2017) stated: "lifelong learning and development mean continuous adaptation” (p. 2017). When the
individuals improve their knowledge and skills, they can adapt to the changes in their environment, moreover, they can
have the strength of changing their environment.

Results related to performance evaluation indicated that teachers evaluated not the current implementation of
performance evaluation but the planned new implementation negatively. Teachers referred this new implementation
as wrong and inadequate, and they are anxious that apart from the development function of the performance
evaluation, accountability function would come into prominence. As the concept of the workforce is quite different for
the teaching profession in terms of effort and output, it is difficult to distinguish one teacher's effort from the other in
the team (Lavy, 2007). As for the performance evaluation of the teachers, both development and accountability
functions should be processed (Mercer, Barker & Bird, 2010; OECD, 2009). According to the report of TEDMEM (2017),
the designed practice about the aforementioned issue is criticized. Not surprisingly, teachers are inclined to share their
deficiencies if they are evaluated for the sake of improvement, and as a consequence, this leads to effective decisions.
However, when the evaluation affects their career or salary, this inclination changes (OECD, 2009).

In relation to the anxieties mentioned above teachers mostly handled the problem of objectivity, fairness, reliability,
and validity of the evaluation criteria in terms of "objectivity". In the study by Koc and Soydan (2006) the participants
also carry similar concerns. Moreover, the teachers especially concern about who would make the evaluation because
the competencies of the competencies of the evaluators also determine the quality of the results (TED Teacher
Competencies Report, 2009). Some researchers in education field also share the teachers' anxiety about who will
participate in the evaluation process. They think that competency in performance evaluation, accountability, and
feeling responsible for the outcomes of the evaluation are important factors. Contrary to the system, direct scoring of
evaluation process might have unfair results (TEDMEM Evaluation Report, 2017).

The results for the functionality of the payment showed that the teachers thought their salary is not enough and the
economic problems they have affect their performance and personal development negatively. Indeed, the annual
amount of the teachers' wages in Turkey are below the average of OECD member countries (OECD, 2009; 2017). Some
research indicates that low income is one of the important problems of the teachers in Turkey (Guven 2003; Demir and
Ari 2013; Tekisik 1986; Goker and Gunduz 2017), and the teachers are negatively affected because of the extra hours
they have to take (Guven, 2010). Additionally, increased income might motivate the teachers (Kingdon & Teal, 2007)
and encourage them to continue the profession (Imazeki, 2005). Ali (2009) analyzed in his study PISA 2000, 2003 and
2006 survey data of the students' scores among the OECD member countries and found out that teachers' wages have a
positive effect on students’ performance.

As for the rewarding function, the research concluded that the teachers think that the rewarding system is not carried
out effectively but it motivates them. However, they demand fairness for the system also. Similar studies emphasized
the inefficiency of the rewarding system and there should be a system based on objective criteria (Yildirim, 2008; Silah,
2001; Celebi et al., 2015; Ekinci, 2008). Nevertheless, considering the performance, rewarding is one of the motivation
sources. Reward affect the performance of the employees and their future behaviors (Pekdemir et al, 2014), and
employees mostly prefer material rewards (Tozlu, 2015). Similarly, teachers think about the discipline system that it is
not carried out, implemented too tight and there should be a new discipline model. Furthermore, they criticize that the
discipline regulations are all the same for all state servants in Turkey and administrators should employ the discipline
rules consistently and objectively. HRM approach includes focusing on the desired behaviors of the employees, not the
undesired ones. So the employees had a better intention to obey the organizational rules in their free will. Otherwise,
the creativity disappears and sometime after there occurs the senses of ailment or hatred (Saylan, 2013). Employees
normally take the control of their discipline by behaving as expected. At this point, the important thing is to determine
the discipline rules and sanctions for the duties and responsibilities of the teachers.

Implications

Although the teachers indicated that they had the training of their duties and responsibilities in their pre-service and
in-service education processes, they did not mention about planning, assessment and evaluation for the professional
competencies which are very important issues for the quality of an instruction. This might refers inadequate
information about the aforementioned duties and responsibilities. In this sense, it should be guaranteed that the
teachers have enough information about job analysis which bases the other functions of HRM such as professional
development, performance management, rewarding and discipline. The Ministry might identify the needs on this issues
by organizing an extensive pre-service and in-service education for the required professional duties and
responsibilities.

The Ministry should also make a need analysis for the selection and appointment of the needed teachers, and moreover
it should consistently implement this plan and consider subjectivity and competence. It is important that the Ministry
should plan in-service education based on need analysis and implement this education with considering that the
teachers are the learners also. Besides, the evaluation process of the teachers’ performances should be carried out as a
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supportive way, rather than focusing on only accountability. As for the payment, rewarding and discipline function the
feeling of fairness might increase if a clear set of rules are determined to restore the trust of teachers who are
concerning about the objectivity.

Considering the results in a holistic way, it would be effective on solving the observed problems to make a collaboration
with related institutions (as teacher training institutions) and persons (teachers, administrators, etc.) and to make
scientific research on the functions of HRM. Such examples of attempts can be given on this issue as to make a need
analysis to identify the professional development needs or need qualified teachers; to implement the plans; to collect
data about the payment policies in educational institutions of different societies to make comparisons. Moreover, it
would be useful to function HRM system, if the school administrators get an education about the possible effects of
teacher training, teacher development, performance evaluation, rewarding and discipline on the teacher.

Limitations

This research examined the views of teachers on the policies and practices of Ministry of Turkish National Education
HRM functions through the interviews. School administrators and Ministry bureaucrats who are the other stakeholders
of the HRM practices are out of the scope of the research. In this sense, a more comprehensive outline can be reached if
the issue is examined from different perspectives with mixed data collection methods.
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