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. GUIDELINES FOR EVALUATING A SUPERINTENDENT
INTRODUCTION A .

It must be remembered that much of.the work of the superintendent is circumscribed by
the policies of the board of education, the manner in which the board works and the resources
available to the board and the district. Conversely, the effectiveness of the board is greatly
affected by the quality of the work of the superintendent. * : T

- ThereforeA, much of the section on the evaluation of the superintendent might be looked
upon as an evaluation of the joint responsibilities of the board and the superintendent. The
" document may also be used ‘as a planning guide. : - '

’I;he mannter in which these guidelines will be used will vary from district to district. They
" may assist school boards and superintendents in establishing their own procedure and priorities. "
» A face-to-face discussion is probably .the best procedure whether it takes place between the
: L presiderit of the board and the superintendent after the president has discussed the matter with
the other members or at a meeting of the board as a whole and the superintendent. It is
doubtful that such a procedure would be fruitful in a public meeting."

The responsibilities of’a superintendent are véry broad so a number of main headings have

been given with a serie§ of statements indicative of the items with which the heading deals.

. Boards should not expect a superintendent to act upon all of the sub-sections in one year. If,

however, a fair evaluation is to take place, the board should indicate its areas of interest and

priority well in advance, and request the superintendent to suggest appropriate objectives and/or
projects to improve each -priority area. . '

Since administration is both an art and a science, this instrument should not be used as the
only means of_evaluation. . - . .

INSTRUCTIONS ' -

1. Have each board member independently rate the importafice of each of the items’
- below with “1’’ being the highest priority and ‘3" being the lowest.

s * should be — based upon the needs of the district) The superintendent should be

2. The superintendent should also be requested to indicate what he thinks his priorities
encouraged to have staff involvement in developing rec:‘lm\ended‘ priorities.

3. Have the board’ members decide what is their conseftsus opinion on what.the priority
items for the superintendent should be. Because of the sensitive nature of evaluation, some
boards may wish to discuss some elemer.ts in executive session. '

4, Compare the priorities of the board with those the superintendent recommends. Then
make any modifications that the board deems necessary. . - '

5. In executive session, if necessary, explain the thinking of the board to..the
superintendent. Request the supesintendent to prepare specific objectives with a time line
for completing the various high priority projects. In this way you will be setting up
“sucgess criteria” for a fair and reasonable evaluation in advance. This is critical arid should
be done at the beginning of the evaluation period. * ‘

Please note that the list is comprehensive and in making priority assignments boards should

7 not overload the superintendent. The list will enable the board to consider all of the major

- functions of the district. At the end of the evaluation period, the board should have objective,
measurable evidence to show satisfactory completion of the agreed-upon success criteria.

Boards should consider setting up’an evaluation schedule with at least one evaluatiun of
i,v” the superintendgnv/ each year, preferably in Novermber or December. a
Ca *

For assistance in uping this document or for further information, please contact:

Instructional Services Division
. California School Boards Association
, * . 800 — Ninth Street, Suite 201
8 Sacramento, California 95814 . N
T Telephone: (916) 443-4691
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YOUR BOARD'S -
CHOICE  DECISION
123 123

STATUS OF THE DISTRICT S

“ Organization for the Administration of the School System
« 1. A plan for the administrative organizatign and structure .of the entire
~ school district has been devised which shows lines of responsibility and
relationships. It provides for present and future needs of ‘the district,
and the board, supermtendent and staff dre well informed concemmg
it. ..

-9

There is a written statement which outiines the expectations of the
board in regard to the role of the superintendent,in relation to staff,-
communit’y,- and instructional program.

A pohcy exists . which ' provides for consideration of promotion of .
personnel within the district as well as retruiting from outside the .
district. ’

. The roles and respons1b1ht1es of sta.ff members have Péen outlined.

. The %resent administrative ass1gnments encourage ha.rmomous
relationships among various segments of the school system.

The superintendent holds regularly-scheduled meetmgs with hlS
administrative staff. ) »

. The superintendent has made provision for direct two-way
communication with the teaching and classified staff.

A detailed budget is provided for the admihisui@tion and supervision of
the entire certificated and classified staff. ‘ .

. Prov1smn is made for periodic evaluation of the administrative and
superv1sory staff. .

~———— ————10. Teachers’ assignments to grade and/or subject matter are based upon
- their competency to instruct at the assigned grade level and/or
particular subject ﬁeld ‘

- ‘ — e e 11 Custodial and maintenance.staff exists for the fnaintenance of school
facilities as a part of the environment conducive to learnmg

———— — 12, The business functions of the dlstnct are performed by. qua.hfled,
. personnel.

— —————13. Clerical help is provided to relieve professional staff of non-professxpnal
- functions. ‘

Curriculum and Instruction o ' |
———es e —— 1. The community, students and teachers are-involved in developmg and *
’ updating the philosophy, goals, and objectives at the district level and
at each school site.
2. Written board policy exists onwthe subject of:
e a. Educational philosephy. goalé, and objectives.k) A
e ——— b. Teaching of controversial issues. )
The seletion of instructional materials.

———— —— e d. The geview of instructional materials, the use of which has been’ e
! questioned by any individual or group.

— — — — e. Evaluation of programs and students on a penodlc basxs at the .
: - school district and 51te levels. : . .
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. Provision is made for staff invo

’

Time is provxded at boaJ:d meetmgs for the dlscuss1on of curriculum and

) 'mstructlon, mcludmg

a Planmng

b. I_mplementati.on.‘ »

c.  Evaluation of programs.

N

. There is a plan for keeping the commumty informed concernmg the "

program of instruction 4nd plans for its 1mprovement

. The supenntendent takes an active leadership role m the development

and 1mprovement of the program of instruction.

ent in the contmuous development

and improvement of the progratn of instruction. -

. The budget makes provision for the unprovement of the instructional

program through:

) a. . Adequate funds for supplics and instructional aids.

b. Teacher participation in curriculum revision by released time
and/or compensation for extra tlme spent.

c. Provision for instituting pilot studies of expenmental courses and
new teaching techniques.

d. Provision for consultant services, when necessary.

e. Provision for library services.

. The curriculum requirements of the educational code lave been:

‘ CA
a. Met. 4 NN

b. Exceeded.

My

. Provision is made for the continuous appraisal and evaluation of the
» instructional. program in terms of the district’s goals nd objectives

through use of some of the following methods:

a A testing program which measures pupil achievement.

b. Accreditation of individual school by accreditation services.

c.  Professional consultants from outside the district.
d. Reports on graduates’ performances. - « Q&
e. Analysis of dropout rates and causes.

. Provision is made for i improving the quality of teaching through

a.  Analysis of the district’s ability to recru1t teachers.

b.  Analysis of the ab111ty. of the district to retain teachers.;

c.  Analysis of the reasons for teacher turnover. J

d.  Analysis of teacher assignment in conformance with competency.

e. Recognition of outstanding teacher performance by outside
- agencies.
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. 11. Thereis a planned program to effect coord1nat1on of the instructional
" program between various grade levels and between elementary, high
school, and college levels (vertical articulation), and between the
_ various dlsmphnes at the same grade level (honzontal a.rtlculatlon)
————— 124 A system has been dewsed for the governmg board to estabhsh program
o pnontles :
Responsweness to Each Learner’s Needs and Aspirations :
—_— Provision is made for mstructlonal processes appropriate to the
", individual learner. p ) '
——— 2. Alterndtive educational programs are available to students.
——o— 3. There is joint educational plannmg and evaluation by .the teacher,
. X student, and parent. . . .
4 Periodic student-f'eacher-parent conferences are held.
- —— 5. Students are granted and practice the fundaméntal rights which are
expressed in the Constitution and laws. 4
———— 6. A humane environment which maximizes student motivation for
learning and individual expression has been established. -
—im———— 1. Students and parents are guaranteed easy ac':cessto the -individual
student’s personnel records. ‘
—— - 8. Parent visitation and assmtance to the instructional staff at school is
encouraged. ) :
e —— 9. Administrators and staff initiate and invite home-sehool contaots, and
provide opportunities for parent input . '
——————10. . There is clarification of the poles and respon51b111tles of the home as it
- . relates to the school and the {nstructional program.
C;'
—_11. Each school provides a chmate .of caring, trust, and respect for all
students. :
e —— 12, There is evidence’ of school- community cohesiveness, as well as
continuous academic and social growth for the student.
Employee and Pupil Personnel Services
1. Written policy exists concerning both certlflcated and classified staff
* regardmg
—_—— a Salaries.
—— —— b. Leaves of absence. .
—_— c. Attendarice at educational conferences. )
——— d. Evaluation of performance.
2 Employees are involved in the formulation of pohmes which dn’Ect;Iy- :
concern them. ~* _
+—— ———— 3. Board policies are readily available to all members of the staff.
—— 4. Communication has been established between the supenntendent and
all employees.
— —  —— 5. Provision is made for the complaints of employees to be heard and

subsequent-action to be taken.

3 .
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Employee representation is encouraged and welconted at board
meetings. . . _

Written personnel records are kept for all members ofthe staff.

Pupil personnel services are provided fqr all students'and complete and
usable permanent records are kept in the areas of ; .

a. Attend-ance and welfare. i

b. Counseling and guidance.
c, Health. |

"d.  Testing: prbgrani — individual ability, Aachieve,ment, vocational

- aptitude.

. Peréonnel — The Superintendent . :

— = 1.

—_—— 2,

>4

o

Has organized an active program for persormel recruitment that Langes
beyond the immediate area as far as is necessary to provide a
competent, well-baldnced staff. - | . -

Has provided for a systematic check of the references of all likely
candidates for vacancies or prospective vacancies. ' .

Interviews, top. applicants for key positions, such as principals or

assistant superintendents:'before recommending them to the board for

appointment.

.- Recommends for emplbyment the best candidate without regard to

race, creed, or hational origin.

v

Arranges for the systematic evaluation of

all non-tenure teachers by at
least two responsible administrators. :

: o .
Arranges for the systematic evaluation of tenure teachers by responsible
administrators. . .

L%

Provides advice and assistance and a reasonable ‘opportunity for

improvement, within the limitations imposed by the law, to all teachers
receiving an unsatisfactory evaluation. .

Recommends in accordance with the law for dismissal or reassignment
any employee, tenure or probationary, who has been evaluated as
unsatisfactory after the employee has been given assistance and an
opportunity to improve but still fails to meet the standards of the
istrict. - . :

Has shown such judgment in recommending candidates for employment
during the last three years that not more than 5 percent of them have
had to be released or replaced because of dissatisfaction with their job
performance, '

Arranges for a written record of the ]:Ob performance of every teacher
who leaves the system to be placed in the file to be used as the basis for
an official resource for reference requests., . :

Provides a program for continuing growth and professional
development of teachers and i

Supports his staff while demanding their best efforts. - ,

Accepts ultimate responsibility for ‘the staff’s decisions and
performange. :

3

-

princigals that encourages improvement. -
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—— ——— 14. Provides training for new- leaders to replace principals and other key
NN ' staff members who may retire .or leave for any’ cause.
————_ 15. Has provided for hi% own témpor’ary replacement in case of calamity.
— 7 ___’16. Has the confidence and respect of his staff. . '
. 17. Avoids frequént overriding of subordinates. ¥ . :
____'.__..{ 18. Provides for the systematic evaluation of ‘all principals, other
.o ! administrators and non-teaching professionals by appropriate-
administrators which is revealed to the employee.
4 19. Meets regulgu'lyvat least once a month-with principals and other key
" administrators. ) o ;
— —_ 20. Makes himself available to staff and private citizens alike within the
limjtations imposed by his’complex duties. g . :
—— 5——— 21. Has enéendered a team spihl 'émoné the ‘staff in thejr approach to
. educational problems. ’ Ta
———— 22, I%ﬁ}lfelops and makes use of adequate lines of communication v-vith the
staff. . .
~———— 28. Meets and confers with representatives of the teachers in acd’ordq*nc'e~
with the.Winton Act. ' ,
) Schgol Plant Planni;zg and Mandgem‘ent - N
—————— 1. “School facilities are adequate to meet student enrollment and to
‘ provide an environment conducive to learning. :
—————— % There is evidence of long-range planning for new sites and facilities -
where needed. . . o
o LA \ ' N . -~ ] ’
————— 3. A plan has been developed for the acquisition of sites as needed.
——=——— 4. Recognition has been given to the need for sufficient administrative
personnel to keep ‘abreast of the changes taking place in school design
and construction in accordance with the educational needs of the
district. - : n
5. Educational specifications ‘are prepared by the district staff in =
; accordance with the educational philosophy of the -district and the
) policies of the board to guide the architect. - | : :
e ————  6.. The st%ff fs involved in the plans for new facilities.
——+——— 1. The board reviews the plans of the architect at va;'ious stages in their
development. .
————— 8. School plants are well maintained by the staff. .
—————— 9. School plants are efficiently utilized by the staff.
———— 10. There is a planned program of preventive maintenance. b

Business and Financial Management

- 1.

The current income of the district meets the needs‘)f the total

program.
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2. The busmess functlons of the district are efflclently managed

a. *.The purc"lase and delivery of supphes is efficient and provides
materials for instruction and plant maintenance when needed.

b. 'Accountmg procedures are in hne w1th recommended accounting
practices. v \
<

" ¢.  Control over expendltures is safeguarded
(1) Funds of the district are commltttg only by the board of

educatlon /
{2) A system of requisitions and purchase orders is used for all
purchasing.

'(3) Information regarding the system is “rhade available to all
employees and deviation from the estabhshed procedure is ,
not tolerated.

Management of the business affairs of the district is. d1rected toward
serving rather than controllmg the instructional program.

)

4. The budget is planned in terms of educational priorities.”
5. The district maintains reserves for contingencies.

6. Expenditures for unbudgeted items are authorized o 11y after a review
of total expenditures and other unmet needs.

7. Ani insurance program is provided. ' . .

8. The budget is presented to the board in a manner which promotes iis
- full understanding.

9. The supermtendent makes full use of the teachers and other staff
members in developmg pertinent budget items.

10. The superintendent shares with the board his own pnont1es on various
budget items and amounts. :

11. The superintendent provides the board with at least bimonthly reports
on the operating: budget accounts. - P

Communlty Relatzonshxps _
1. Written board policy governs the relatlonshlp of board and staff w1th
_mass media — newspapers, television, radio:
a.. Designates who shall be spokesman for the district.
i)
. b. Encourages checkmg of facts with the district, and dlstnct
cooperatlon to make all facts available.

2. A planned program to improve school-community ‘relations is in effect
including such things as: .

a. Newsletters or bulletins for parents.
bs  School progra?ps and exhibits.
c. Speeches before community groups.

d. Citizen involvement in study of specific school problems.

e. - Encouragement of PTA.

610
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f. Regularly-scheduled reports by the staff on various aspect:,s of -the
instructional program at’board meetings. :

A cooperative relag;ionship with news media. “

. Cooperation with other community agencies"éuch as the planning .
~ commission, city council, family service agency, etc.

3. Written board ﬁolic}‘l outlines i;he channeling of compiaints, criticisms,
andconcerns of the community for study and action. g

Superintendent’s Administration of the School District
" 1. As an administrator, the superintendent:

) . -

—— a. D‘i;tinguishes between prime problems and trivialities.

T b.  Plans his own time so that matters of greatest importance are dealt
with thoroughly.

—_——— c. Has organized the staff so that appropriate decision-making may
take place at various levels as contrasted with most decisions being

made at the superintendent’s level. : . .

—_— d.- Periodically reviews and reorganizes staff duties and /or
- responsibilities to take full advantage of the staff’s special

©

competencies.
—_———— e. Has encduragéd systemization such that all significant activities or
“ duties are performed regularly or administered promptly. '
—— *f.  Encourages research and creativity among employees. .
_— g. Informs the board and g'eheral public in an annual report or in a
series of reports of the state of the public schools. .

Provides the board with a written agenda at least two days before
each board meeting.

PERSONAL EVALUATION OF THE SUPERINTENDENT
Relationship with the Bdard — The Superintendent

1. Keeps the board informed on issues, needs,and operation of the school
system.
Offers professional advice to the board on items requiring board action,
with appropriate recommendations based on thorqQugh study and
analysis. '
Interprets and executes the 'intent of board policy.
Seeks and accepts constructive criticism of his work.
Supports board policy and actions to the public and staff. -

Has a harmonious working relationship with the board.

S A

Understands his role in administration of board, policy, makes
w ‘recommendations for employment or promotion of personnel in -
” writing and with supporting data, and accepts responsibility for his
recommendations. If the recommendation is questioned by the board, .
he finds another person to recommend.

Receives-recommendations for personnel from board members with an

) ~open mind but applies the same criteria for his selection for
recomme"pdation as he applies to applications from other sources.

711
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/

Accepts his responsibility for maintaining iiaison between the board
and personnel working toward a high degree of understanding and
respect between the staff and the board and the board and the staff.

3 . 1 .
Remains impartial toward the board, treating all board members alike.

Refrains from criticism of individual or grg)up members of the board.

Goes hnmediateiy and directly to the board when he feels an honest,

objective difference of opinion exists between him and any or all .

members of the board in an earnest effort to resolve such difference
imme;diately. - - :

Feels free to maintain his opposition to matters under discussion by the
board until an official decision has been reached, after which time he
subordinates his own views to those of the board as long ‘as he remains
in its employ.

Community Relationships

1.

oo

Staff and Personnel Relationships
1.

Eiiucational Leadership -

Gains respect and support of the community on the conduct of the
school operation. ‘

Solicits and gives attention to problems and opinions of all groups and
individuals. '

Develops'friendly and cooperative relationships with news media.

Participates actively in community life and affairs.

.

Achieves status as a community leader in public education.

Works effectively with public and private agencies.

Develops and executes sound’personne'l procedures and practices.
Develops good staff morale and loyalty to the organization.

Treats all personnel fairly, without favoritism or discriminétion, while
insisting on performance of duties. .

Delegates authority to staff members apéropriate to the position each
holds. '

Recruits and assigns the best available personnel in terms of their
competencies.

Encourages participation of appropriate staff members and groups in
planning, procedures, and policy interpretation. .

Evaluates performance of staff members, giving commendation for
good work as well as constructive suggestions for improvement.

Takes an active role in developnient of salary ‘schedules for all
Eersonnel, and recommends to the board the levels which, witiin
udgetary limitations, will best serve.the interests of the district.

At the direction of the board, meets and confers with the negotiating
council, representing to the best of his ability and understanding the
interest and will of the board. ‘

Understands and keeps ‘informed r arding‘ all aspects of the

instructional program. ] \

2.. Implements the district’s philosophy of education.

12 . ‘.
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© #

Participates with staff, board, and community in studying and

"developing curriculum 'unprovement

Organizes a planned program of cumculum evaluation and
improvement.

Provides. democratic procedures in curriclum work, utilizing the
abilities and talents of the entire professional staff and lay people of the
community.

Exemplifies the skills and attitudes of a master teacher and inspires
others to highest professional standards. - .

i
Business and Finance
1

Keeps informed on needs of the school program -— plant facﬂltles,v
equipment, and supplies. X

Supervises operations, insisting on competent and efficient
performance. , .

N

.Determines‘ that:

- a.  Funds are spent wisely.

b. Adequate cornitrol and accounting are maintained.

Evaluates financial needs and makes recommendat;ons for adequate
fmancmg

Personal Qualities

—_—— . 13.

14,

S oo o®

10.
; the public.

11,
12.

Defends principle and conwctlon in the face of pressure and partlsan
influence.

Maintains high standards of ethics, honesty,‘énd mtegnty in all personal
and professmnal matters

Earns respect and standing among his professional colleagues.A
: s
Devotes his time and energy effectively to his job.
Démonstrates his ability to work well with individuals and groups.

Exetcises good Judgment and the democratlc processes in arnvmg at -

decmlons

Possesses "and maintains the health and energy necessary to meet the

I respon51b1ht1es of his position. s . -

Maintains poise and emot1onal stab1hty in the full range of his .

professional activities.
Is customanly suxably attired and well groomed. ‘ i -
Uses English. effectlvely in dealmg with staff members, the *board, and

e -
Writes clearly and co ncisely. ’

Speaks well in front of large and small groups, expressing his ,ideas ina
logical and forthright manner. -

Thinks well on his feet when faced with an unexpected or. dlsturbmg
turn of events in a large group meeting. }

Maintains his professional . development by readlng, course work,

conference attendance, work on professional committees, visiting othe{\-
districts and meetmg with other superintendents. '

213
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