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ABSTRACT
This paper describes the Performance Evaluation of

the Education Leader (PEEL) program, initiated from a study to define
the competent school administrator and to develop an instrument to
measure administrative competence objectively and accurately. The
resulting PEEL materials include the following: (a) "Guidelines for
Evaluation: The School Administrator - -Seven Areas of Competence,"
which defines areas of competence and lists behavioral competence
statements that describe specifically what the administrator does in
competently performing his role; (b) the "Study Guide," which lists
questions for use in conducting a searching program of administrative
introspection and professional evaluation; :end (c) "Performance
Evaluation of the Education Leader," the PYLL instrument designed to
measure the seven areas of competence through a clearly defined,
objective data gathering process. The five phases of the PEEL model
are described--awareness, training, implementation, evaluation, and
follow-up. Validation studies are being conducted to measure conten-z
validity and actual change in administrative performance. A 6-item
bibliography is included in the paper. (PD)



* * * * * * * * * *

The following article describes a program for the evaluation of administra-
tive competence developed by Dr. Howard J. Demeke of the Department of Educational

13,1kAdministration at Arizona State University. The program is unique in that it
'Includes: (I) a behaviorally stated definition of administrative competence,
(2) an instrument for use in measuring performance In terms of the definition,
(3) a training program designed to provide participants with the skills necessary
for the collection of objective data and its assessment through use of the instru-
ment, and (4) a follow-up (implementation) phase designed to facilitate, measure,
and reinforce desired administrative behavioral change. The authors were assisted
by Howard in the preparation of this article. (Ed.)
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PERFORMANCE EVALUATION OF THE EDUCATIONAL
LEADER (PEEL): ANOTHER BREAKTHROUGH IN

COMPETENCY BASED EDUCATIONAL ADMINISTRATION

by Christa Metzger and Steven B. Lynch
Arizona State University

The question "What is a competent school administrator?" remains a central
concern of the profession of educational administration. School leaders now
largely accept the premise that they must face up to this question by clearly
defining, in behavioral terms, those competencies needed for effective perfor-
mance of the administrator's role. A distinction is made between competence and
effectiveness. A definition of administrative competence, when validated by the
profession, becomes the criterion of effectiveness on which an assessment is
based. In a competency based program for the evaluation of administrative per-
formance, it is crucial to provide and appropriately relate both of these elements:
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the definition of administrative competence and a reliable measuring instrument
for assessing levels of competency attainment. Competencies must be stated in
terms of the actual performance of administrators so that they may be measured
objectively. In other words, anything to be measured must first be defined.

the PEEL (Performance Evaluation of the Educational Leader) program meets
the foregoing requirement by including a carefully coordinated and well-researched
definition of administrative competence, as well as an instrument which, when
properly utilized, permits objective measurement of performance in terms of the
definition.

Development of PEEL

Concerned with the lack of a viable definition of the school administrator's
total role, Dr. Howard J. Demeke, Arizona State University, initiated a study
to define the competent school administrator and to develop an instrument to
measure administrative competence objectivelly and accurately. In 1967, Dr.

Demeke entered into an arrangement with the administrators of the Madison School
District, Phoenix, Arizona for the purpose of developing a program for the evalua-
tion of the principal's competence. The resulting publication, Madison Adminis-
trative Growth Program Through Self-Evaluation (MAPS) presented a definition of
selected areas of professional competence identified with the school principal-
ship, together with an instrument for measuring levels of competence. In August,

1968, the administrators of the Mesa Elementary School District, Mesa, Arizona,
entered Into a similar agreement with the author for the purpose of developing
their own program for evaluating the principal's competence. There was a remark-
able similarity in the areas of competence of the principalship developed
separately by the Madison and Mesa groups.

Members of a graduate seminar in educational administration at Arizona State
University were challenged to review the literature thoroughly and attempt to
identify and "spell out" the roles of the principal. Similar projects conducted

elsewhere were studied and compared, as were research reports, monographs, and
textbooks in educational administration and supervision.

As a result of these activities Demeke concluded that "it would not only be
possible to identify, describe and analyze the areas of professional competence
pertaining to the principalship, it would be feasible as well" (Demeke, 1972a:5).
Later descriptions of the principal's role were modified to embrace the more
comprehensive role of the educational leader.

The outcome of the six-year effort was the PEEL program published in 1972.
PEEL materials consist of three parts:

1. The PEEL definition, Guidelines for Evaluation: The School Adminis-

trator--Seven Areas of Competence.

2. The Study Guide to the seven areas of competence.

3. The PEEL instrument, Performance Evaluation of the Educational Leader.

The PEEL program has been used to date with over twenty groups of administra-
tors in the WEstern United States. It was recently endorsed by the South Dakota
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State Department of Education for in-service training and use in professional
evaluation for all administrators in the state desiring to participate in the
training and implementation of the program. Use of PEEL with administrative
groups has revealed a high degree of professional acceptance of this approach
as a potential means for improving administrative performance.

Validation of the PEEL Definition and Instrument

A study was conducted by Christa Metzger to determine the content validity
of the PEEL definition (Metzger, 1973). The population used in the study was
composed of all administrative personnel in a large Phoenix area school dis-
trict. Briefly, the investigator sought to determine to what extent four groups
of administrators (superintendency level staff, coordinators/consultants, sec-
ondary principals, and elemenr,.ry principals) would agree with the PEEL defini-
tion. Statibtical tests, using a one-way analysis variance, revealed that
there was a high degree of agreement (4.5 mean agreement on a 5 point Likert
scale) among these four groups with the PEEL definition, and that no signifi-
cant differences in agreement existed among administrators who were classified
as either superintendency level staff, or secondary and elementary Principals.
A high reliability coefficient (r .98) of the PEEL definition was established
by a split-half technique followed by the Spearman-Brown prophesy formula. A

similar validation study of the PEEL definition to include a national sample
of administrators; a two-part study, seeking statistical evidence of the valida-
tion of both the PEEL definition and the PEEL instrument is presently being
completed by Christa Metzger and Steven Lynch.

A study to measure actual change in administrative performance brought about
as a result of training and implementation of the PEEL program has been funded
by the South Dakota Department of Public Instruction and a consortium of seven
school districts in that state. Dr. Demeke will direct the project which in-
cludes staff orientation, training of data gatherers, assessment of administra-
tive staff performance, prescription of treatment with in-service training
based on needs assessment, and performance reassessment within the ensuing year.
Statistical treatment of all data will be handled by the research center of
Northern State College In Aberdeen. The project will be coordinated by the
learning center at Huron College in Huron.

The PEEL Model

The m8bius band is used to represent the five phases of the PEEL program
for the evaluation of administrative competence: (I) awareness phase, (2) train-
ing phase, (3) implementation phase, (4) evaluation phase, and (5) follow-up
phase. Each phase of the model is logically connected to the whole in a con-
tinuous process of feedback and recycling. The ultimate outcome and major pur-

pose of PEEL is improved performance of the school administrator. Although

separated for purposes of analysis, the phases are interrelated and may over-
lap in actual practice. In the recycling process, each phase is repeated at
continuously more sophisticated levels.

Awareness Phase. Staff members must be prepared for program receptivity.
This readiness is based on a recognized need to improve competence and a desire
to evaluate administrative performance. Mini-workshops (four to eight hours)
are recommended to give orientation and overview to the PEEL concept, including
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exploration of the materials and the program. The Study Guide is suggested as
a useful tool at this stage. A commitment to proceed with training and imple-
mentation of the PEEL program is a prime objective of this phase.

Training Phase. An intensive three or four day in-service workshop provides
orientation to the PEEL definition and instrument and their use under simulated
training conditions. Training is provided in the collection of objective data
through observation and skilled interview techniques. Role-play demonstrations,
group role-play, video-tape experiences and live interview experiences are
utilized as part of the training in the use of the PEEL instrument for assessing
administrative competence. Experience has revealed that initial training is
essential and advanced training sessions are desirable. Participants include
administrators primarily, but school board members and college instructors in
Educational Administration and Research have also found the workshop to be a
useful educational experience.

Implementation Phase. Each workshop participant sets objectives based on
assessed individual needs and local school or district priorities. A commit-
ment is thus made to re-allocate on-the-job time, energy, and expertise to the
respective areas of competence. Thereafter, participants assist and support
one another in implementing the PEEL-oriented program of individualized planned
change in administrative behavior. A premise of the PEEL program is that any
worthwhile educational experience, particularly in-service education, deserves
and requires an in-depth follow-up program of implementation for deeper inter-
nalization, assimilation, and evaluation prior to recycling of new insights
gained.

Evaluation Phase. Actual performance is measured and competencies assessed
by means of the PEEL instrument after designated periods of time. The use of

teams of fellow trainees for data gathering is highly recommended, though other
means can be used. Although self-evaluation is a basic goal, participants are
encouraged to share in the process of evaluation rather than trying to "go it
alone"--at least during the first year.

Follow-up Phase. Through an individual performance profile developed in
phase three, each administrator identifies areas of weakness and strength in
his recent performance and then plans steps designed to improve his educational
leadership competence. He does this individually as well as in concert with
his fellow professionals. Thus, he utilizes his profession to serve his own
discerned educational growth needs while making a reciprocal contribution.
Advanced training, review and reassessment of goals and priorities are also
part of the follow-up process.

The PEEL Materials

The PEEL Definition. The total role of today's school administrator in an
era of changing pressures, needs, and demands is expressed in seven areas of
competence:

I. Leader and Director of the Educational Program

2. Coordinator of Guidance and Special Educational Services

3. Member of the School Staff
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4. Link between the Community and the School

5. Administrator cf Personnel

6. Member of the Profession of Educational Administration

7. Director of Support Management

Under each area of competence a number of behavioral competency statements
or sub-points are listed which describe specifically what the administrator does
In competently performing his role.

As a director of the educatior22_221:311 he employs his leadership skills to
enhance learning opportunities and promotes the growth of students. In coor-
dinatin the ro ram of .uidance and s ecial services.he facilitates the addition
of a variety of rich dimensions to further enhance the opportunities for "normal"
and "exceptional" students alike. As a member of the district and school staff
he expounds his own productive team membership while moving in and out of leader
and group-member roles. As a link between the community and the school he labors
to secure understanding, acceptance, and support, internally and externally, for
the total school program, while encouraging community participation in a con-
tinuing search for ways to improve the curriculum. As an administrator of personnel
he participates in the selectioR of faculty and staff personnel and then works
with them to the end that they may realize their full potential. As a member of
the profession he demonstrates his appreciation of the social importance of his
profession by carefully providing for his own professional growth, while con-
tributing to his profession through its organizations--and by his own exemplary
behavior. And, finally, as a director of support management he recognizes liot
the only viable "business" of the school is the education of human beings. There-
fore, he strives to get on with the business of improving instruction while he
delegates many other responsibilities to those who can usually do them better and
more economically.

Thus, the PEEL definition provides purposeful allocation of the administrator's
time, energy, and professional expertise among the seven areas of competence. The
competent administrator does not work on the basis of expediency, nor does he wait
for problems to COME to him. Instead, his time, being valuable, is carefully
planned and allocated in terms of predetermined priorities.

The PEEL Instrument. The PEEL instrument which is based on the PEEL defini-
tion was designed to measure the seven areas of competence through a clearly de-
fined objective data gathering process. Twenty-two (22) scales represent a cross
section of the thirty-nine (39) major sub-areas appearing in Guidelines for
Evaluation: The School Administrator--Seven Areas of Competence. Training in
the use of the instrument permits development of individual performance profiles
which give the administrator a clear indication of his performance in each of the
areas of competence. Local school and district input is required in a description
of the attainment levels of the PEEL scales, thus giving flexibility as well as
local validity to the process.

The Study Guide. A list of questions were developed for use by individuals
or groups seeking to conduct a searching program of administrative introspec-
tion and professional self-evaluation. The Study Guide is a useful tool at each
phase of the PEEL program.
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Summary and Conclusion

The PEEL model is a competency-based approach to performance evaluation of
the educational leader. It includes both a validated definition of adminis-
trative competence and an instrument for evaluating professional competence.
Although the primary focus is on the practicing school administrator, the ap-
;roach has important implications for pre-service training of administrators
es well. PEEL considers the total role of today's educational leader and is
applicable to a whole range of administrative positions. The PEEL rationale
provides for varying allocations of time, energy, and professional expertise
to the seven areas of competence, depending on the type of position under con-
sideration and on the unique needs of the individual administrator. The com-
petency statements of the PEEL definition were developed through a "weeding" of
empirical research, with input from practicing school administrators as well as
from the literature and research studies which purport to describe or advocate
the role and functions of the educational leader. The development of this
definition over a six-year period and its repeated use with practicing adminis-
trators in a number of states safeguard it from the frequent accusation of com-
petency based education critics that competency lists are developed by "top-of-
the-head" consensus or because they are pressed by state mandates. Professional
competencies are analyzed, described, and behaviorally defined in the PEEL de-
finition. Evaluation and measurement of identified competencies are an integral
part of the PEEL process. The PEEL program represents a significant breakthrough
in the search for a viable approach to the improvement of the professional com-
petence--and ultimate effectiveness--of the educational administrative leader.
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SPECIAL NOTE

With sadness, the Notebook repor :c the death of Harold Moore who has
served enthusiastically on the Editorial Board of the Notebook. We salute
his efforts in behalf of education ani wc shall miss him especially at
NCPEA and the Interest Group.
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