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Evaluatlon Cr1ter1a° *Evaluatlon Techny eS°

C1pa1s- Schooi’ Adm1n1strat10n° *Self ™
eeXhes; Supervision;. Surveys

aluvation;

\\

assachusetts; Wellesley . " : A

» -

procedure for evaluatlng pr1ncrpals ‘was developed

Eirst, pos1t10n descrlptlons were prepared. Then,cseveral meetlngs

posrtlon descrlptlons, these admlnlstrators becamé guallfled to
conduct, interviews with adm1n1strat1qu personnel: The Wellesley
£

evaluatlon -program prov1des for<41)

ficient -contact with the -

1nd1V1duaL in_his: usual working area so that the evaluator feéls

- competent -to discuss the evaluatee's performance, (2) at least two

_L;__

-formal conferences a year and, (3) written reports of all formal
conferences to the superlntendent oi schools. The conference includes -
) a dlSCUSSlOH of long= and short—range .objectives -agreed upon by

both “the evaluator and: the- evaluatee, (2) a. discussion of the
administrator's gverall performance as outlined:in the
administrator's position description, (3) a discussion Of the
evaluatee's performance in .terms’of responsibilities common to all
administrators, and (4) a wrltten\Parratlve report by the evaluator,

(Author)
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February S, 1973 U.S. DEPARTMENT OF HEALTH, - «
EDUCATION & WELFARE  * e }
OFFICE OF EDUCATION * . .
2 . . THIS DOCUMENT HAS BEEN REPRO- -
Dal las ‘Texas *DUCED EXACTLY AS RECEIVED FROM »

.THE PERSON OR ORGANIZATION ORIG-
“INATING IT. POINTS OF VIEW OR OPIN-
{ONS STATED DO NOT NECESSARILY
‘ Formal Procedures for Eva luat:J.ng Pri imce ipals REPRESENT OFFICIAL OFFICE OF EDU-

CATION POSITION OR' POLICY
by James M. Peebles K
The evaluatlon of an: adminlstrator«has 'several erposes.

It should improve instruction and,commmnication and,should , b

. 00O
N
o
Ln_ -
N~
.‘o
B A
Gy

'lead to be _gr ﬁlanningzﬁnd the realization of werthwhile goals:

-The mechanics of the program to conduct such an évalvation may - i A
- . ) ’ . /’ - >
-vary but essential to any program-is personal contact. Some: -

sare oasedfon?the objectives andlaoals,which have ‘been devéléped . B

o~ $-

%,‘ ‘ < cooperatlve;y by the admiﬁistrator and\h1s 1mmediate superior. T :

FolloW1ng the. development of the goals and obJectlves a formal

®
>

conference is held by the evaluatee and evaluvator. Then a ' . “
_ narrative report isfwritten;by the evaluator and submitted to the

e@alﬁatee. Other evaluatlon programs are quite the cpposite. x

P Y S A

For example ‘in the evaluation procedure in Arllngton County, < o
V1rgLn1a the burden of assessment of performance and development ;f

of plans for nmprovementﬂare prlmarlly on the evaluatee. The ' ‘J
‘evaluatee's immediate superiofgis more‘of'a‘counselor and ‘a _
. . _ ) .. .
reactor rather than an evaluator: /
Lo . 3 .
Some other eramples. - Tne-North East Independent- School. ' .

—

District,in San Antonio, Texas, is organized with a chéck list T .

e L. R N N - ) . g . -

of'eighty-five items under such¢heading§ as Personal Responsi -

.

bilities with toplcs such as "Am I enthusiast1c about my work?"

-

”Do I attend and contribute to professional,meetings’" Admini-

strative and Pr __Qiﬁiligﬂﬁl.B&gngnaibillties contains twenty-eight A
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2.

items wherein answers are sought_fog—"To‘What‘Extent: Do I

~

provide assistance toﬁérd helping teachers improve? Am I
o .receptive to.néw ideas? Do I attempt.to7see the over-all total

) picture? Am I punctual to my offtce, at meetings, with reports?

. Do 1L evalLare teachers” methods ‘of gradln students?"

. Another tepic heading is Comm unvtx Resgcn51b1;1t1es - to

what extént: " “Am I prcfessionally ethical in all relationships?

Do I keep the cofmun ity 1nformed concernlng the school program°'

Management of Fac*lltles Wlth suoh‘questlons as to what extent

1s=my office‘neat and éttract{ve7 Do I-encovrage students to
. L )
“show schocl prlde in their buvldvnas and‘campus7 Am I safety

i consc10us about the fac11;t1es7 Instruct’onal Supervision - to

|- what extent: Do I reOLlarly visit class cooms? Do I assist
5] X . teachers in evaluating'their methods and materials? Do I assist
teachers in developing good skille and study habits for their

pipils? Adninistrator and ‘Student Reldticnships: To what extenmt

' f " do I aid students in developing respcnsibility for their conduct?

Do I understand and .respect students as individuals? Pbgsical

Traits- To what extent; Is my personalﬂagpearance neat and

‘e

appropriate. Do I use correct English? Emotional Traits - to

+ T . B
[

vwhat extent am I'opeﬁ-minded, happy and toIérant in myioutlodk

- - on life? 4Am I able to vork ef £fectively with others° Am I

/ patient? Staff Relationships- to what extent does my staff feel
. . . !

free to approach me on any matters of concern? Do I.admoﬁish%

L

2




3.

2
privately those staff members whose performance is not accept-
able.
This evaluation instrument provides space for self evaluation’

and space for the immediate supervisor'z ratings. The evaluation

terms used are C Commendable - Exceeds the sfandards of North \

¥§a§t\8chodT7District A  Acceptable - meeté thewétandarQS of
. North East School District - I Need improvement - Improvement
:s needed in order to meet the standards of ﬁorfﬁ East 3éhg§1 -
District - U Unsatisfactery - “Fails tg‘meet the standards of
the District to a satisfactory degree. N/A not applicable or
insﬁfficiedt knowledge on which tc evaluate. The form flnaily
has space for both the signature of the administrator and his
immediate supervisor. T ) -

In both Pueblo, Californ.a and Tulsa, Cklahoma a team of
administrators.is organized tc conduct the evaluation. This
evaluation takes an entire day from 8 to 4:30 P. M. The:prinpi-
pal is expected to make~adv%ﬁce preparations for the visit-by
completing a "Principal's Performance Appraisal" to rehearse him
for the‘interviews and help him select supportive exhibits related
to the itéMs on the form, whiFh will be used by the Administrative
Director in evaluating him. The principal is required to send a
letter to 8ix elected P. T. A. officers (and a limitednumber of'

other patrons if he so desires) inviting t

to meet the visiting,
s _,‘ i team at .a designated time and_placé on the visitation day.. He
‘ must also notify all members of the faculty grievance committee

. . -
‘ and all teacher association delégates in his building to select

~
) ]
Py . o
o .

e - < —— B
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b,

- frcm among their number a committee of not more than five ta
. I

meet with the team, He may also appcint fwo additional faculty

> -
members to thisﬁ&xmnittee. Within one week after the visit

v

the AdministrativL,Dlroctor must complete the Principal's
p ip

S

Perfermance Appraisél Record, schedule a‘conference with the

principal to discliss the repert and have the principal sign the
- ] ] ~ “S, N . - i

form. (If -the principal disagrees with the report he may request
'u. - = "-——tl

a Revien Ccmmlttee be appointed to restudv the approval.)

The Mt Dwablo Un:?*ed Schqg;/D rict, California involves

students with aﬂsurﬁey. —The strdent is asked the f£5llcwin

Ye hcpe that . , - is a wonderful place for you
{school)

. to learn. We know tha® youv have some specval ideas about our

schocl and perhaps ways in which we can make it an even better
! ; o . , s

place to learn.

/ - v
1. Pleas?/égstxd? describe below the things you like
about __ /},//’// ; )
- (school) )
L2, Please ligt or describe below ways in which we can
- make . a better place.
////// . 2 (school).. . ,

: - 3. Please write below any other ideas you may have about

. The survey is ancnymous.

(schoo;)
The following letter is sent to palnnrs. 'We hope that the

~
.

educational program offered at _ . . ' is adequate and
. (schoel} S
satisiving for vour 2hild. In'ord°*°“) be more ful;y informed .

3 I3

g

I , aant your attltude, we would 1Lke your wrltten reactlon to ﬁhé““*
!«
general areas below' v , o
' \ ” A . .
%, . . “ A -
, g ?
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‘ 1. Instructional Program “Curriculum sehedu 1ng,

L]

teaching, etc.) a

i

2. Student relations {counseling and gridance, student

activities, recreation programs, etc.) h
3. Community relations (parent organization, articula-
tion programs, parent involvement, ete.)
. . - \/

4. General administration of the school.
® - .

—_—

There is'alsc a teacher survey wherein the teacher\is!asked _ |
to list or descr;ﬁe ways in which the pr1nc1pa1 has provided ‘
leadershlp in each of the follow1ng areas of the school: List : /

“or descrlbe'ways in which your principal might improve his ' -
.leadership in the respective areas. Two columns‘are provided -3.
one entitled ”Strengths";‘the other “Ways to Improve." These .-

‘ elght areas are listed: ‘fhe Lnstructwonal program, staff rela-
tions, plant mahagemeht, business affairs and other comménts.,
As’in'the case of the studeht survey, both the parent and teachet
sutveys are also anonymous.

I should like to conclude my report by describing the
Wellesley, Massachusetts procedure The procedure was developed
over a perlod of approxlmately tio years, The first step was
that of Preparing position descrlptlons. The Hay Assocaites

from Philadelphla were engaged as consultants. Several ﬁeetings

were held with all administrators. The position descrlptlons
w3 e N\

focused on the following areas Accountabilitx Objectives, :




6 t

\ ) .
Dimensions cf the position, which includes size of schecol and

N
~ f .

staff plus non;pfbfessional staff and student.éeéchers. The

annval budget .and length of work year also fall into this

<

category. Nature and Scope of the Position, Horizontal and

\

Vértical Coordination which describes the personnel with whom

~ . . N -
the principal-works such as ééntral office, staff members,

7 ’ . . :
"students, parents, services to total schocl system and the .

community, budget.ng, innovative pébjects,';ndegenéral responsi-
bilities. The final category is that\of Prinpipal Account-
abilities: |

When this meeting bréaks into sméllef groups I will be
happy4€6 show ycu copies of some of the position descriptions

should you be interested. Tollcwing the gencral workshops

involving all.administraters six or eight volunteered for
<adm] < *

. .
further training scheduled for a week during the summer. These

H

people did their own descriptions with the assistance of the
consultants and then were responsible for conducting interviews
with administrative personnel. These interviews usually lasted

for as long as three hours. F.llowing the interviews the

trained interviewers wrote the variovs position descriptions.

N

A4 formal program of evaluation was in;tigéed after the

completion of these descriptions. To be successful there must
be a mutual understanding and agreement betweéntthe evaluator
and the evaluatee coqcerqing the‘iayter’s perfpfmance and the

effect it has-on-the-achievement of his and the school system's

goals. . i R /

o

/
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Such an understanding can .only be reached if there are regulal

2 «

for the following: j

contacts between the.twoparties. The Wellesiey program provides

1. - Sufficients contact with the individual in his usual

working area so that the evaluator -feels competent to discuss

the evaluatee's performance.

L
'

2. At -least one formal conference a yéir.
3.~ Writcen reports to the superintendent of schools of all
formal conferences . Included in the conference may be:-

I .

. ‘A discussion of objectivés bcth short and long-range which
- <& / <&

! A

are agreed upon by both the evaluator and the evaluatee.

i/
2 A discussion of the administrator's overall ﬁgrformance

2

as cutlined in the administrator's positicn description.

. o { . . .
3. A discussion oftheer performance in terms of responsi-

L

bilities which are more or less common to all administrators.

Leadershib
?lanning . -
Fqllow-through ’ )

Organization

. Initiative N

Decsigsion-making

’

Ability to motivate and develop : - ///

¥nowledge of and competence in field or subject area

Communication with administrator's staff; with administrator's

supervisors, and with the public o/ S

| /




0
2

Human%relations . : :

There should be a written narrsative~ ~type report prepared

.

by the evaluator for each conference. It shculd be discussed

with the evaluatee and a copy given to him for his own records.

A copy szgned by the evaluator and‘evaluatee will alsc be given

to \the’ superintendent of schools.

/

Althouoh the conference will normal1y be held w1th only

the qdanlstrator .and his immediate superior presenb, it is
j .

possible for ‘either party to request. that the supe%intendent'of

+

\ scheols be present.

.
o
rd

NOTE If time pexmits read my pexsonal evaluation to the group

An excellent reference on this topic is the Educatlonal .

Research Service Circular No. 6 1971, It can be obtained from

the- Educational Research Service Ameelcaﬂ Association of School

Administrator’s, 1501 North Moore St., Arlington, Vlrgnnva
\_\ ’ . S ‘ .
22239, ,

[ORm——,

o e e}




February 5, 19¢3
Dallas Texas

Formal Procedures for Evaluating Principals
The evaluation of an administrator has several purposes.
1t should imprcve instruction and communication and should

lead to better plauning and the realization of werthwhile goals.

[

The mechanics of the program tu conduct such an evalvation may
. . | . ' ’
vary but essential to any program is personal contact. Some

are based on the objectives and goals which have been aeveloped
cooperatively by the afministrator and his immediate superior.

Follcwing the development of the geais and objectives a formal

conference is held by the evaluatee and evaluator. Then a

'narrative report is writien;by the evaluator and submitted to the

evaluatee. Other evaluation programs are quite the opposite.

* ?or‘example,\in_hhe evaluation procedure in Arlingten County,

Virginia, the burden of assessment of performance and development

} plans’ for improvément are prlmarlly on the evaluatee. The

- -

evaluatee's immediate supericr is mecre of a counselor and a
&

L -

reactor rather than an,.evaluator, .

i

Somé other -examples. The North East Independent School
District in San Antonio, Texas, is organized with a check list
. N A
@, g .
of eighity-five items under such headings as Personal Responsi-

1 - . 3 o . \\ . '
b111t1es with topics such as "&m I enthuslastic about my work?"

"Do I attend and contribu%e to profiessional meetings?'' Admini-

sttatide and ?rgfeggiona; Resgogsibiliﬁ}es containg twenty-eighﬁ
‘1 Ce ) - \ : e

oS v ¥




ftéms wherein answers are sought for\'To Vhat Extent: Do I

provide assistanceitpward helping teackers ipiprove? Am I
receptive to new ideas? Do I attempt to see the over~a11~t6tal'
picture? Am I punctual to my office, at meetings, with reports?

Do T evaluate teachers’ methods of grading students’"

. \ ¢
Another topic read'ng 1s Community. Responsibilities - to

what extent: "Am I professiona11§ ethical in all relatioﬁships?

\.

Do I keep the communﬁty informed concerning the school program?"

b '
Management of Facilities -with such questions as.tc what extent -
/ . . . ‘ VL
is my office neat and\attractive? Do I encourage students to
\

show schocl pride in the*r buildings and campus’ Am I safety

\

consc1ou8\?bout "the éacvlztles7 Instructional Supervidion - to

-

what extent: Do I regularly visit classrooms? Do I assist
. - |

. . |
teachers in evaluating their methods and ?aterials? Do I assist

teachers in deveioping good skills and stLdy habits for their

pupils? Administrator and étudent Relationships: = To what extent
do I aid students in developing responsibility for their conduct?
Do I understand and respect students as individuals? Physical

Tralts- To what extent. Is my perscnal appearance neat and

appropriate. Do I use correct English? 'Emotiqnal Traits - t§
wpat éextent am I open-minded, ﬁa‘py and tolerant in my outlook
on life? Am I able to work effegtiveiy with others? &m I
patient? Staff Relationships- to what extent dves py staff feel

free ta approach me on any matters of concern? Do I admonish

|

s s i i i ) s L o e rmrin e s < _AAn o et e o
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iy

immed:iate supervisor.

privately those staff members whose performance is not accept- /'

able. ! ° )

Ve —

—

This evaluation instrument provides space for self evaluatlon

<@

an& space for the immediate supervisor's ratings. The evaluvation
H . N .

l"t'gérms used are‘C Comméndatle\- Exceeds the standards-of Nerth
’éast Scheool District A Accaptable.-‘meets the §tandardsiof
&orth East \School DLstrch - T Need improvement - ImproﬂLment
l:s needed -n order to meet the standards of North East éthool

. l

District - U Unsatisfactory > Fails to meet the standards of

~

the District to a satisfaétory degree. N/A not applicable or

insufficient knowledge on which tc evaluate. . The form finally

has space for both the signature .of the -administrator and his

In both Pueblo, Californ;a and Tulsa, Oklahoma a team of

administrators is organtized to conduct the evaluation. This

evalvation takes an entire-.day frén 8 to 4:30 P, M. The princi-

\ .
pal is expected to make advance prep. rationg for the visit by

ccmpleting a 'Principal’'s Performance‘Appraisal" to rehearse him
for the interviews andfnelp\him'select supportive'exhibits related
to the itess on the form,‘whith will be used by the‘Administrative
Director in evaluating him. The principal is required to send a
letter to #ix elected P. T.‘A. officers (and a limited number of.
other patrons if he so desires) 1nv1t1ng them tg/meet the visiting
team at a designated ‘time and place on the/y{/itatlon day. " He
must also notify all members of the faculty grievance committee

&

and all teacher association delpgates in hrs building to select

§ /i 2 \\ _

1 _ A | R , _ . - T S - —e e e et e
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> 4, ¢
; . .

frem among their number a committee of not more than five_to‘ .
meet with fhe‘teem. He may also appcint two additional faculty
%embers to this committee. Within one week after the visit
the Administrative Director must complete the Princi ipal's
_éerformance Agggaisal Record; schedule a conference with the

principeal to, discuss the repert and have the principal sign the

form. (If the principal disagrees with the report he may request = -
o . . Y '
1

a Review Ccumittee be épppinted to restudv the appféﬁal.) |

N

The Mt D'ablc Un_ﬂ*ed School D1stract California invoives

K . o A

i students w1tﬁ ﬂ’survey ' The stvdent is asked the 101 wing =~

. VWe-hope that is a wondeérful place foxr you
¢ (srﬁool)

| to learn. We know that you have sgme specval ideas about cur
) BN :
schocl and perhaps ways in which we can make it an evenjbetter

! 4 h Seve

’

| o - S
. . L -~
! . ” N . RN '

place to learn. . - - -

1. ?lease list or describe below the things you like
_about, _ . , -
y (school) oy,
-2, Please list or describe below ways in which we can
make ' __ a better place. ’
(school) « —
3. Please write below any other ideas you may have about

\ I <o

. The survey is.aﬂcnymods.

{school)
The following letter is sent to parents‘\ 'We hope that the
educational program offered at ’ is a&eaﬁate .
(school) \

satisfying for vour child. In orxder o be more -fully informed

about your attitude, we would like your writter reaction to the

general areas below: AR S

it

——

o,
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\
1. Instructional Program (Curriculum scheduling,
teaching, etc.) -
2. - Student relations (counseling and guidance, student

activicies, recreation programs, etc:)

3. Communlty relations (parent organization, articula-

e .'.
-

tion programs, parent 1nvolvement .ete.)
4." ' General adminlstragion of the schiocl.

There is.aiso a teacher survey wheréin the teacher is asked

"—T 3,

to list or descrlbe ways in whlch the principal- has prOVLded

o

leadershlp in each of the followlng areas of the school. List
N = --—:,é‘ :
or describe ways\ln whlch syour nr1nc1pal mlght 1mprove his

IS v S

leadership in the respective areas. Two columns are provided -

one entitled "Strengths", the other "Ways to Improve." These

- 3 o

‘eight areas are listed: The instructional program, staff rela-

¥

tions, plant management, business affairs and_:other comments.

o .

As in the case of the student survey, both the péréﬁt and teacher
R .

surveys are€ also anonymous. j

I should like to concludé/my report‘ay describing the
_ Wellestey, Massachusetté procedure. Thé procedure was developed
over a period of appreximately two years. The first step was

—
i théf/;f preparing positlon descriptions. The Hay Assocaltes

from Philadelphia were engaged as consuiiiiff///Several‘meetings

A

were held with all admlqlstr:fiff;///he'posit}on descriptions
focused on the followiﬁg/gre s gecountability Oﬁjectives,

/




. _ | ” .
Dimensions c¢f the pesition, which includes size of schecol and
staff plus non-professional staff and student teachers. The

annval budget and length of work year also fall into this

tmats S S—————— e —————————— ——

Vertical Coordination which describes the personnel with whom

the principal works such as central cffice, staff members,

students, parents, services to total schocl system and the

community, budget.ng, innovative proiects, and general responsi-
. L B
of Principal Account-

T

. _bilities. The final category is that
/, ¢ abilities.

When this meeting breaks into smaller groups I will be
happy to show ycu copies of some of the position descriptions

T sheuld you be interested. TFollcwing the-géheral workshops

- ' involving all administratcrs six or eight volunteered for

3

further training schedﬁléd for a week during the summer. These
people.aid their own descriptions with the assistance of the
consultants and then were respcnsible for conducting interviews
with administrative personnel. These intérviews usually lasted
% for as long as three hours. Following the intervf%ws-the
i " trained interviewers wrote the various positién descriptionsg.
& formal program of evaluagion was initiated after the
completion of these descriptions. To be successful there must
be a @utual understanding and agreement between the évaluator
. : and the evaluatee concerning the latter's performance and the

: effect it has on the achievement of his and the school system's

Q goals.




7 ¥

A Such an understanding can only hs reached if there are regulat
. . ) 1 4
contacts between the twoparties. The Wellesiey program provides

for the following:’
Sufficient contact with the individual :in his usual

1.
werking area so that the evalvator feels competent to discuss

the evalvatee's performance.

- 2. At least one formal conference a year.
_/_/' . ) ” . ’ . i . .
g B 3. Writien reports to the superinteudent of schools of ail ]
formal conferences . Included in the conference may be: - -
- ‘\‘

1. A discussion of objectives both short and long-range Which

are agreed upon by beth the evaluator and the evaluatee.

A discussion of the administrator‘s overall performance

N 2
as outdined in the administrator's positicn description.
. : i
3. A discussiocn of theér performance in terms of responsi- ,
e . - L3 ° * . - l
bilities which are more or less common to all administrators. > |
Leadership ] ]
s —— - T T T T T /
Planning v i N
3 . | o ]
,{ﬁ, ’z ~ |
Follow-through i A\ I
— - / / N
Organization ST ’ / !
’ Initiative ; / . ! ‘
' !
Decsision-making I
. ! ]
‘develop ! ;
i
l
¢ |

Ability to motivate and’
g ;

v

-

. i . . .
Yaowledge of and competence in field or subject area
strator's staff, with administrator's

{
dminis

———

. .
Communication with a

|
H
P

;’_f
§

. .
supervisors,. and with the public
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Human relations

There shouid be a written narrative-type;?eport preparad
by the evaluator for each conference: It shculd be dicscussed
with the evaluatee and a copy given to him for his own records.
A copy signed by the evaluator and evaluatee will also be given

to the superintendent of schools.

Although the conference will normally be held with onl
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the administrater .and his immediate superior present, it is

possible for eirher party to request that the superintendent of

scheols be present.
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NOTE If time pexmits read my personal evaluation to the group
An excellent reference on this topic is the Educ-tional
Research Service Circular No. ™ 1971. It can be obtained frem
the Educational Research Service American Association of School
Adninistrators, 1501 NorthMoore St.,‘Ar}ington, Virginia,

22209,




