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‘ ‘ management which does

not define performance as

a batting average is a man-

agement that mistakes con-
formity for achievement, and absence of
weaknesses for strengths. It is 2 manage-
ment that discourages and demoralizes its
organization. The better a man is, the
more mistakes he will make—for the
more new things he will try.

The man who consistently renders poor or
mediocre performance should be
removed from his job for his own good.
People who find themselves in a job that
exceeds their capacities are frustrated,
harassed, anxiety-ridden people. One
does not do a man a service by leaving

O
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him in a job he is not equal to. Not to face
up to a man’s failure in a job is cowardice
rather than comparison.

One also owes itto the man’s subordi-
nates who have aright to be managed with
competence, dedication, and achieve-
ment. Subordinates have a right to a boss
who performs, for otherwise they them-
selves cannot perform.

One owes it finally to all the people inthe
organization not to put up with a manager
who fails to perform. The entire organiza-
tion is dimimished by the manager or
career professional who performs poorly
or not at all. It is enriched by the man who
performs superbly.”

Peter F. Drucker

Management:
Tasks, Responsibilities, Practices
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E

chool boards are responsible for
establishing policy, monitoring
progress and evaluating the results
for a wide range of district activi
ties. Board members, meeting a few hours
each month, cannot be involved in the
daily operation of the district. But they can
encourage effective management by
adopting district goals and desired vut
comes based on community needs.

One of the board’s key responsibilities is
to adopt a procedure for regular evalua-
tion ot the superintendent’s performance
in carrying out these goals.

O
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It is recognized that both women and men
hold pusitions as superintendent, but for
the sake of clarity the male pronoun 1s
used thrcughout this handbook.

Thus handbouk provides specific sugges-
tio,. »or developing those procedures.
Info.nation has been compiled from a

numb..: uf sources to develop this hand-
book.

A thorough search of literature dealing with
evaluating the superintendeat was conducted
in many publications during the development
of this handbook. CSBA wishes to acknowledge
in panticular the following publications:
Planned Appraisal of the Superintendent, A
Superintendent Appraisal System, and The
School Board's Responsibility: Effective Schools
through Effective Management all published
by the Illinois Association of School Boards;
Evaluating Superintendents and School Beards
by Educational Research Service; Selecting and
Evaluating the Superintendent, by the Ohio
School Boards Association.
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EVALUATING YOUR

SUPERINTI

valuation is not new—we do it all

the time. Informal evaluation

takes place regularly at board

meetings, in conversation, and
in social contacts. But this informal proce-
dure cannot show a true picture of the
superintendent’s effectiveness in all
aspects of the job. The working relation-
ship between the school board and the
superintendent influences how well the
district tunctions. In order to develop and
maintain this relationship, there must be a
tormal procedure established for a regular
review of the superintendent’s responsibil-
1ies and performance. Effectise evaluatiun
is a continuous process which can be
modhtied depending on need and expe-
rience.

WHY EVALUATE THE
SUPERINTENDENT?

A pericdic assessment by the board ena-
bles it to objectively review the eflective-
ness of the superintendent in meeting
district goals and communicate tothe
superintendent its expectations for his
continuing leadership.

¢ Legal requirements.

A superintendent’s contract usually
inciudes a system of evaluation. The
Education Code requires that all cer
tified personnel be evaluated.

o Idenitify priorities.
E T Cﬁ'()untability for carrying out district
E K licy.
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» Feedback to superintendent on
performance.

e Basis for reemployment and salary
increase.

WHAT SHOULD BE EVALUATED?

The board as a whole must determine just
what it wants to evaluate. The needs of
school districts can vary greatly as can the
priorities of the board within each district.
The range of a superintendent’s job
reflects the size and complexity of the dis
trict and its educational and administrative
needs. A board wants to know how its
superintendent is addressing and meeting
those needs. The following will be
considered.

« Board expectauons of superintendent.

Mutual understanding of
responsibilities

Written previously agreed upon goals

e Criteria used in evaluation

Traits, characteristcs, and skills come
with each individual. They are an
imponant part of superintendent
selection, but probably won't
change from year to year.

Results based on performance in
carrying out responsibilities. These
mieasure progress toward district
goals.

e Board/sur-rintendent relationships.
Progress toward goals is aftected by this
relationship.




WHEN IS EVALUATION
UNDERTAKEN?

HOW SHOULD EVALUATION
TAKE PLACE?

Planning for a regular time for evaluation
eachyear is recommended. This inay be
related to some of tine following.

Legal aspects of Education Code
Stipulat °d in supenntendent s contract
Stipulated in board policy

Related to board elections

WHAT INFORMATION
IS NEEDED?

Both the board and the superintendent

will want to prepare for the evaluation by -

reviewing the following:

» Clarification of roles and administrative

functions of the board and the

superintendent

Job description

Board policy regarding evaluation

Progress report toward district goals

Superintendent’s self-appraisal of pro-

gress toward goals

« Prior year’s evaluation

- Contract between the board and the
superintendent

The buard and supernintendent will waat
tu review different evaluation processes
and agree upon a system for their own
district. Each district should personalize
the system. Forms or checklists {from other
districts should be modified.

» Develop agreed upun standards and
procedures

+ Select type of evaluation system
Informal
Checklist
Traits and Skills
Essay or Blank Narrative
Management by Objectives
Performance Appraisal

WHAT HAPPENS WITH
THE RESULTS?

Once the evaluation is compieted, the
results shoulC be shared with the
superintendent.

- Discuss with superintendent

+ Write summary evaluation and place in
superintendent’s file

- Provide for superintendent’s response

- Develop job targets for coming year

8
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c H A P T

SUP

valuation of the superintendent
really begins with the selection
. ' of an individual for that posi

tion. Board members have
determined the skills and characteristics
that are important to their own district.
They have chosen someovne they trust,
someone who they believe can pruvide
the educational leadership necessary fur
their schools and their community. In
turn, they have a stake in the success of
their new superintendent. How a buard
selects its superintendent often influ
ences therr later relations. It makes sense
to establish a regular time to take stock
of what they expect and how the district
is progressing toward those expectauions.

Contract Built into the contract should
be a reference to an evaluation process
and schedule The process itsell need
not be a part of the contract so it can be
updatied as needs change.

Legal Requirements. Under the Stull Bill,
the Legislature requires that “goveming

boards establish a uniform system of eval
uation and assessment of the perfor
mance of all centificated personnel...”
(EC 44660) This includes administrators
as well as teachers. Legal opinions vary
as to whether this requirement applies to
superintendents. A district may hire a
superintendent who is not certificated
(E.C. 35029) in which case evaluation is
not a legal requirement.

ERIC -8
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WHY EVALUATE THE
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Alsu, under law, it a governing board
determines not tu reempivy a superin
tendent at the end of the contract term,
it must give written notice at least 45
days priur to the expiraton of the term.
Should a board fail to take action on an
expiring conteact, it is autumatically
renewed for the same length and under
the same conditions as the expinng one.
(E.C. 35031) In order to make sound
contract deusions, and have them hold
up under scrutiny of the community and
the courts, a regular system of evaluauun
is advised.

Identify Priorities Board members have
an opportunity during the evaluation
process to identify their priorities for the
superintendent. Likewise, the superin.
tendent can idenufy prionties for the
school system. There will be a better use
of time and talent, and the district will
be more eilectively managed, when prior-
ities are established.

Accountability. In urder to account for 1ts
policies, a buard must contnually mea-
sure and assess. As far as the board of
education is concerned, accountability—
and therefure evaluation—must concen-
trate on the district superintendent.

Evaluation is good for both board and
superintendent. It helps the board to
ensure that its policy decisions for the
educational system are carried out. It can




idenufy problem areas in the schoul sys
tem. It can determine compliance with
state laws and regulations. Properly con.
ducted, adminsstrative evaluation pro-
vides an established set of qualifications
and criteria for the chief admimstrator
regardless of who occupies the position

Further, wrmal records prepared for the
process of evaluation can serve as protec
tion for the board by sening as a basis
for dismissal, withholding of salary
increases, or as a legal basis for removal.
They put the board 1n a beiter pusttion
to cope with criicism or putenual pohi
cal interference.

The board also leamns from a thoughtful
evaluation process. As board members
gather and consider information, they gain
insights about their schools which enable
them to deal eflectively with complicated
problenis before they become crises. Eval-
uation encourages systematic planning,
and, in turn, the setting of priorities. A
board which can pointto its goals, pro-
grams, and plans, is itself demonstrating
accountability.

Purposes of Evaluation. The basic pur-
pose of evaluation 15 to provide for a regu
lar time for thie board and superintendent
to confer on the performance of the
school district. Individual attributes of the
supenntendent which contribute to the
overall results of the district are an integral
part of the review. A superintendent needs
to learn 1n a constructive fashion wherc he
stands. He needs to communicate with the
board so he clearly understands what the
board wants.

The chief purpose is to improve perfor-
mance through positive reinforcement
and posituve recommendations. The
underlying common goal is to work
toward the improvement of educaton.
Evaluation provides a regular and antit
pated oppurtunity for resolving problems.
When a superintendent feels pusitne
about his job situation everyone benefits

because he tends to infuse the entire dis
trict with his enthusiasm.

Reasons for evaluating the superintendent-

1. To promote communication and

strengthen working relationships

between the board and superintendent.

To clarify functions and responsibilities

and to discuss the superintendent’s per

formance on a regular basis.

3. Todentify strengths and weaknesses
and to determine ways to improve per
formance and effectiveness.

1. To encourage and commend the super
mtendent when his performance war
rants recognition.

5. To enhance the board’s ability to moni-

- tor progress toward established goals.

6. To provide aregular and anticipsted
process for resolving conflicts.

7. To establish reasonable standards for
continued employment.

o

Ratonale For An Objective Approach To
Evaluation

- To improve performance. Evaluation
should enable the superintendent to
become more effective.

« To fauhtate planning througu partaer
ship. Plannming enables the superin
tendent and the board to move toward
desired ends.

« To use specific objectives to define
directions. Objectives clarify the
baoard’s intent.

« To emphasize measurable results. Eval
uatiun should be based vn what really
happened and not upon effort and
good intentions.

+ To increase motivation and sense of
satisfaction. A basis for commending,
reinforcing, and rewarding good work
is established.

Evaluation can be used as atool to help a
superintendent develop the ability to
handle problem areas. It can becume a
preventive instrument as well as a report
on past performance.

(A
fored
%o}
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WHAT SHOULD BE

ED?

oard members can't measure

with precision everything a

superintendent does. They

don't see the day to day opera
tions of the district. They don't face the var
ety of decisions and meet all the peuple
the superintendent dues. Because they
don’t see the entire picture, many buard
members feel inadequate to judge the
superintendent’s performance. But buard
members can contribute to the improve
ment of the district by conductng a fan
and instructive evaluation,

It 15 important that board members contsol
biases so they do not unduly disturt the
outcome, evatluate things wiich are impor-
tant and de-emphasize things which are
not 5o important,

Theboard needs to determine what fac-
tors it wishes to consider when measuring
the superintendent’s effectiveness and
whether evaluatton should be based on
performance, behavior, or some uther
criteria.

The board must know where it is going, If
members just think day to day, they tend
to evaluate day to day. Abraham Lincoln
said, “If we know where we are and how
we got there, and perhaps where we are
heading, we may be able to control a
measure of our destinies.” A well planned
cvaluation process will help guide that
direction.

ERIC 11
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Buard Fxpedtatiuns Of The Supenntendent

Buard members and supenntendents who
take the time tu clanfy thes responsibili-
tics and their roles can strengthen thear
working relatiunships. Cach understands
the needs of the other. Sume board
members wish tu knuw all the detals
abuut district daily uperatiuns while uth-
ers prefer to cunsider only majur issues.
Buards vary ins the lev el of authonty they
are willing tu delegate tu their supenin.
tendent. Even during highly emotional or
controversial times harmony can prevail
through open and frank discussion of
where these lines of authority are drawn.
Use of the California School Boards Asso
ciation, Roles, Responsibilites, and Rela.
tionscan serve as a basis for this purpose.

Unity and understanding will be encour
aged 1 hen the superintendent and the
board work together to write short and
long range vbjectives which can be early
measured.

Peter Drucker, in his bouk, Management.
Tasks, Responsibtlitic,, Practices, discusses
using ubjectives. “If ubjectives are unly
goud intentiuns, they are worthless. They
must degenerate into work, And work 1s
always specific, always has—or should
have — clear, unambigusus, measurable
results, a deadline and a specific assign.
ment of accountability...
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“Objectives are not fae, they are diree
tion. They are not commands; they are
commitments They do nor ¢ictermine the
furure, they are means to mobihize the
resources and energices of the business for
the making of the future.”

Select Criteria

Criteria found on administrator evaluation
forms frequently include such items as
“Knowledge of curriculum; lmdcrshi[)
and responsibility; Organizatioral ability,
Health; ctc.” In considering criteria to be
used in assessing a superintendent’s effec
tiveness, each board should ask:

Is itrelated to performance?

Is it a personal characteristic?

Is it a skill or knowledge that you expect
the superintendent to possess as a min
imum qualification for the job?

Then, looking at the criteria, ask:

What would I look for in evaluatng the
superintendent on this factor?

What evidence would [ use to defead a
high rating or a low rating?

A determination as to what are traits and
skills and what are management respon-
sibibties can be deternuned by these
questions. The board can then decide
whether they want to be use charactenstics
and trauts or results based on performance
in carmymng ond responsibilities or a com
bmation of these as its evaluative eniterna.

In a constructive evaluation system, buards
will discuss specific behavior, not vague

Aruitoxt provided by Eic:

untiasta. And they will eviluate behavior,
not personality.

Board Supenntendent Relations The
interests of both the board and the super-
mtendent can be served by a sound eval-
uation program. It is a regularly planned
process for expressing concerns and feel-
ings, sharing accomplishment of tashs, and
planning the direction of eflurt fur the
coming year. This is a time for open com-
munication, for clearing the air. Some-
umes boards are involved in disputes
among themselves. Sometimes the board's
feclings of how stafl 1s spending 1ts ume
differs frum that of the supenntendent. If
concerns can beaired and problems rea.
sonably solved, board-supernntendent rela.
tions may be strengthened and a
breakdown avoided.

The ulumate goal s to create a climate in
which the supenntendent can effectuvely
lead the school district toward attaming its
goals.

Leadership 1s nut magnetic personahity —
that can just as well be demagoguery. Itis
nut making friends and influencing peo
ple’ —that is flatery. Leadership is the lift
ing of a man’'s vision to higher sights, the
raising of a man's performance to a higher
standard, the building of a man's personal-
ity beyond its normal limitaticns. Nothing
better prepares the ground for such leagl
ership than a spirit of management that
confirms in the day-to-day practices of the
organization strict principles of conduct
and responsibility, high standards of per-
furmance, and respect {ur the individual
and his work.” (Drucker)

12




t is easy to postpone the super

intendent’s evaluation until 2 "con

venient” time when other more

pressing matters such as negotia-
tions, or the budget, do not fill district
calendars. Some boards only evaluate
when they feel they have a problem. As
there is no convenient tine, it is best to
schedule a regular calendar time so every-
one knows liow to plan and what to
expect.

Legal Aspects. As previously stated. the
Education Cude gives specific uming for
renewal ur terminauion of contracts. A
careful evaluation should be the basts fus
this action.

Contract Termis The superintendent’s con
tract may state that an annual evaluation
will be conducted before a designated
date. Buards must be aware of that date
and carry out their contractual obligations.

Board Policy Some boar1 pulicies, in addi
tion to describing the process to be used,
will establish a calendar This calendar
could include atime line for establishinig

13
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goals, agreeing un desired results, review-
ing accomplishments, and discussing with
the superintendent. A midyear update is
often a part of this time line.

Relatica to Board Elections. The question
often arises as to whether evaluation
should take place shortly before a board
election. The effectiveness and popularity
of the superni:.itendent can become an elec-
tion issue. There may be differences of
opinion as to whether board members
have cooperated with the superiniendent,
or whether personal relationships affect
the judgment of the board. Dues 2 board
extend a contract before an election or
wait for 2 new board to make that deci-
sion? Boards should be aware of these fac-
turs, but there are no generalized answers
appropriate for all situations,

Other Factors. Employee organizations
might apply pressure on board members
as they evaluate the superintendent and
determine a salary increase, particularly 1f
this cumes at the time salaries of
emplouyees are being negotiated. If a regu-
lar time is scheduled for evaluation, pres-
sure under these circumstances can be
lessened.




egardless of the .nethod chosen
for evaluation, board members
will want to review vanious

w S sources of information. They
wnll have their own ubserations and per
cepuions of the superintendent. But these
should be put into perspective with
reports, policies, and other informatiun.
Preparing for evaluation will include a
review of these docnments as well.

Clanificauion of roles and administratn e
function. Boards operate in different ways
to meet their responsibilities.

Custodual. Sume delegate author.gy to the
supenintendent and operate 1. an approval
or custodial manner.

Lay-administrative. Some nvolve them-
selves in day-to-day instructions, make
most of the decisions themselves, and
expect the superintendent to carry out
their wishes.

Policy-making. A third group makes major
pulicy deusiuns and delegates apprupnate
authority to the superintendent to carry
out those policies and then holds the
superintendent responsible for running
the schools.

Most boards move from one mode to
another as district needs, community pres-
sures of personal interests change. For
effective relationships, boards and super-
intendents need to mutually agree on a
@ de of operation.
ERIC

Aruitoxt provided by Eic:

IS NEEDED?

Jub Description. The roles and responsibil-
ities of the superintendent must be
spelled out by the board so there is an
understandng of how much authority the
supernntendent is given tu complete his
work. An evaluation can be made only of
the job heis expected to do. Everyone
needs to know those limitations.

+ What does the board expect the super-
intendent to do?

+ How much authority and responsibility
does he have?

Evaluation can be made only of those
respunsibilities included in the job sum
mary. The job description is a public doc
ument which also informs others of the
expectations forthis position. Review this
job description regularly so everyone
understands what is expected and revise
it as new conditions and needs arise. Sam-
ple job descriptions are included in the
appendix of this report.

Board Policy Regarding Evaluation The
policy should describe the purpose,

procedures and criteria for conducting and
completing evaluation. If a district does
not have a policy, developing one would
be an early priority. The procedure would
contain detailed steps to be followed in
appraisal.

A written procedure clearly specifies:
« The purposes of the appraisal —what it
is expected to accomplish.

14
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+ Howthe board and supenntendent will
determine what to appraise, that 1s, huw
they will identify prublems and priun
ties that require attention during the
coming year.

+ The procedure that will be fulluwed,
including a time table for appraisal
meetings, methods of documentation
and follow-up, and the manner 1n which
appraisal will be tied to compensatiun
and re-employment.

Sample policies and procedures are
included in the appendix.

Progress report toward district goals. The
superintendent will provide the board
with a report on previously agreed-upon
goals and accomplishments made toward
those goals. How well the superintendent
is leading the district toward reaching
these goals is a major portion ufthe
annual evaluation.

Superintendent’s self-evaluation of accom-
plishments. Along with progress toward
district goals, the superintendent will pro-

ERIC
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vide the board a review of persunal pru |
gress tuward buard recummendatiuns and
persunal evaluatiun of accumplishments.
A summary repurt uf actiuns and advities
which the superintendent carried out to
impruve perfurmance 1n designated areas
following the previous evaluatiun can be
cumpiled. Also, this is a ume tu puint vut
uther district accumplishments during the
year frum the superintendent’s perspec
tive.

Prior year's evaluatiun. The board will take
stock of their recommendations irom the
previous year for improvement of adminis-
trative performance and make their own
judgments of progress.

Cuntract between the board and superin

tendent. The contractual relatiunship
between the board and superintendent
should be reviewed each year. Revisiuns
or amendments would be made at this
time, or a new contract written and
adopted.




n effective evaluation can only

be achieved if the board fully
understands how it intends to
conduct the process. The fol

lowing guidelines should be carefully
considered before beginning the
evaluation.

1.

-

0.

The superintendent should know the
standards against which he will be
evaluated and be involved in the
development of these standards.

. Evaluation should be at a scheduled

time and place, with no other items on
the agenda. The meeting should be in
closed session with all board members
present unless the superintendent
requests an open session.

. The evaluation should be a composite

of the individual board members opin-
ions, but there is only one final evalua-
tion. The board as a whole should meet
with the superintendent to discuss 1t
with him.

. The evaluation should include a dis-

cussion of strengths as well as weak-
neiees.

. The evaluation should be fairly fre-

quent—at least once a year. Thus, in
case the decision is reached not to
renew a superintendent’s contract, the
board can point to previous warnings”
of deficiencies.
Both parties should prepare for the eval
uation—the superintendent by con
icting a rigorous self-evaluation, the

Q |
FRICad by examining various sources of

information relating to the superin-
tendent’s performance.

7. The board should not limit itselfto
those items which appear on the eval-
uation form since no form or set of
guidelines can encompass the totality
of the superintendent’s responsibilities.

8. Each judgment should be supported by
as much objective evidence as possible.
One board member’s opinion should
not be the sole basis for judgment on
an appraisal item,

9. The superintendent should have the
opportunity to evaluate the board.
Ideally, the evaluation will include an
examination of the working relation-
ships between the board and superin-
tendent.

Mutual Trust The effectiveness of evalua
tion depends, not upon a particular plan
or format, but rather upon the degree of
mutual interest which exists between the
board and superintendent. When this
mutual interest is high, everyone involved
in the evaluation will trust one another,
they will be committed 1o building a bet
ter educational system and they will share
a sincere desire for progress. In the
absence of such a climate, no plan of eval
uation can be expected to contribute sig-
nificantly to better schools.

Selection of Type of Evaluation System.

The evaluation plan should be based upon
sound premises and developed for long-
range use, not necessarily to satisfy the

16
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preferences of incumbents. The board and
superintendent will want to study avail
able options and mutually agree on a pro-
cess. A board can’t appropriate another
district’s method and expect it to work as
smoothly in their own district. The
approach needs to be localized.

Evaluation can be a motivating expe-
rience. A simple report card type of
assessment is not motivational. For posi-
tive and productive results, the evaluation
must be more than a post-performance
check list type of assessment.

Informal evaluation has been used for
years, but boards and superintendents
have become aware of that system’s limita-
tions and problems. A verbal appraisal of
the superintendent usually occurs as an
outgrowth of a crisis situation. Informal
evaluation is linked to the circumstances
of the moment, not the total range of
expectancies for the superintendent. A
formal process provides more meaningful
results.

The following five types of formal evalua-
tions are analyzed for advantages and con-
cerns:

CHECKLIST.

Inventory of specific activities or functions
the board thinks the superinteixdent
should complete and how satistied the
board is that they have been accom-
plished.

Advantages

. Speed

- Opportunity fora wide variety of
questions or judgments

» Identification of areas needing
improvement

- Simplicity

- Impersonality of process

- Gives appearances of exactness

- Flexibility

Concerns

+ Reliance on personal judgment ratings

« May not be factual

- Ambiguity in meaning of “good” or
“excellent”

- Imbalance in weight ur importance of
various questions

» Deals with characteristics of superin
tendent, not responsibilities of job

TRAITS AND SKILLS.

Alist of traits and skills, where each board
member rates on a numerical scale how
the superintendent has performed on each
item. The numerical evaluatons are com
piled and a mean rating for each item is
presented as the total evaluation. This is
sometimes preserited as a line graph.

Advantages
« Same as above

+ Gives the appearance of being ubjective

Concerns

+ Same asabove

+ Tends tu be a post performance "report
card.”

WRITTEN ESSAY OR BLANK
NARRATIVE.

Open-ended summary where board
members individually write separate state
ments and then collaborate on a report
that describes the superintendent’s
steengths and weaknesses, together with
suggestions for improvement. This is usu-
aily followed by a conference to elaborate
on assessments and provide opportunity
for superintendent to respond.

Advantages
« Compels board to focus on many

dimensions of district’s performance

« Gives opportunity to address matters of
personality in fairly impersonal manner

- Provides basis for discussion in a rela-
tively short period of time

+ Board must know what should be done
before they can comment on how well
the superintendent is performing,.

Concerns

+ Unequal weighting of procedural and
personal matters

« Likelihood that some statements will be
ambiguous

« Variable in length and content

+ Some board members just aren’t com-
fortable when it comes to writing

+ Board may not be prepared with suffi-
cient factual information to comment

MANAGEMENT BY OBJECTIVES
(MBO).

Useful for evaluation when superinten
dent and board are goal oriented. Involves
setting specific objectives based upon job
responsibilities and individual priorities, a

S 17




plan that shows what is to be done, how,
by when, and how results will be mea
sured Achievement is assessed at end of
reporting period. The board evaluates
superintendent’s results in reaching
agreed upon goals, solving agreed upon
problems, and making agreed upon
improvements.

Advantages
+ Clarifies board's expectations

+ Specific accountability for each objective

+ Forces boards and superintendents to
examine needs and set priorities

+ Built in system to alert board and super
intendent when they are falling behind
schedule

+ Ongoing evaluation through regularly
scheduled check-points

+ High degree of personal involvement
for both parties

Concerns

+ Assesses program achievement rather

than superintendent's performance

Potential rigidity of stated objectives

may neglect other tems of business or

board values

Reliance on documentation and record

keeping

* Aboard’s goals may be too vague or
philosophical or too preoccupied with
trivia to translate intu spedific ubjectives

+ May show only superintendent's per
ceptions of what he should be doing if
board goals are not clear and
challenging

+ Takes considerable time and effort to
develop and implement

ERI
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PERFORMANCE APPRAISAL

This is a combination of managenal job
skills, personal traits, and achievement of
ubjectives. Evaluation focuses on both the
person and his ability to get the work
done. The school board evaluates supenn-
tendent’s results in reaching agreed-upon
goals, solving agreed-upon problems, and
making agreed-upon improvements as
well as skills, traits, and abilities.

Advantages
+ Sets specific ubjectives with measurable

results

+ Eliminates need for objectives for rou-
tine responsibilities

+ Facilitates accountability concept in
management

+ Superintendent knows what is expected

» Emphasizes the future—which can be
changed—not the past

+ Clarifies responsibilities, organizes jobs,
corrects problems in advance

+ Shifts board from merely criticizing to
helping superirtendent improve

+ Gives positive and constructive means
for guiding district by linking evaluation
with total management system

Concerns

+ Takes considerable time and effort to
develop and implement

» Performance standards may not be real-
istic, particularly when developed by
thuse inexperienced in establishing
objectives

+ Board members may have difficulty
agreeing on the standards
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COMPARISON OF SUPERINTENDENT APPRAISAL SYSTEMS

TASK

Check
List

Rating

Scale

Perform
Appraisal

DETERMINE NEED

SELECT CRITERIA
Traits arnd Skills
Management Responsibility

KX X[ X

KX X | X

XX | X | MBO

S X | X | Essay
XXX | X

EVALUATE BOARD/SUPERINTENDENT
RELATIONSHIP
Board Self Evaluation
Superintendent Behavior

IDENTIFY DISTRICT FUNCTIONS & TASKS

O LK<

Ol <K<

SISO
AN I OAN
X XXX

CLARIFY ROLES—
BOARD, SUPERINTENDENT, STAFF

IDENTIFY INDICATORS OF EFFECTIVENESS

PREPARE JOB DESCRIPTION

REVIEW MAMNAGERIAL ABILITY

CATEGORIZE TASKS

DETERMINE TASKS NEEDING OBJECTIVE

WRITE OBJECTIVES
Agree on Outcome
Rank in Priority Order

REVIEW PROGRAMS PERIODICALLY

EVALUATE SUPERINTENDENT
PERFORMANCE

OX|S|O00jO|0|X|[K]0]|O

OX|S[O00|0|0|X|K|0O]0O

OX |S[O00|0|0IK[«K]|0]0O
XX X]ISKXX|I XSS S]I XX
XX X[XXX|X|IX[X]|X]|X]|X

Relation to Tasks
X = Included in process
v = May be part of process

5 l{llcm part of process 1 9
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THE RESUL

he evaluation is conducted in
closed session unless the
superintendent requests an
open session. The board exam

ines 1ts responses to the mstrument and a
composite evaluation is prepared. The
more specific the recommendations can
be made for improvement of performance,
the greater the opportunity for effective
evaluation. The superintendent is then
included and the evaluation shared with
him. Whether the board meets informally
tc discuss its evaluation or waits until the
formal summary is written before meeting
with the superintendent will be deter
mined by the board. In any case, a written
summary must be completed, signed by
both the board president and the superin-
tendent, and placed in the superinten-
dent’s file. This will provide a continuing
record of the board’s opinion of the effec-
tiveness of the superintendent.

Opportunity to discuss the evaluation by
the superintendent should be provided.

Q

ERIC .

Aruitoxt provided by Eic:

This is needed for clarification of items by
the board. It is also needed for an under-
standing by the superintendent. If there
are differences, the superintendent should
have the uppurtunity for buth verbal and
written response.

A discussion of contract renewal and salary
increase vften come at the completion of
the evaluation. When need for improve-
ment exists, the evaluation serves as a
basis fur recommendations and a plan for
improvement. Salary increases may come
at the ume all administrators receive addi-
tivnal cumpensation, ur may be inde-
pendently determined. Results of the
evaluation would serve as justification for
salary adjustment.

The final step is to develop job targets for
the coming year, including areas for
improvement and new goals for the
district.

And the evaluation cycle begins again.

20
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Sample fob descriptions for the district superintendent are provided. Each
board sbould determine the needs of its district.

JOB DESCRIPTION

EXAMPLE I

PRIMARY FUNCTION

The superintendent provides distaictwade
leadership in develuping, achieving, and
maintaining the bst pussible educatiunal
prugrams and services, serves as Chief
Executive Ofticer of the Guverning Buard.

DUTIES AND RESPONSIBILITIES

L

Y

ERIC
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Administers the schools in accor
dance with the laws of'the state, rules
and regulations of the State Board of
Education, and policies of the govern
ing board.

. Attends all meetings of the board and

secves as secretary to the board.

. Coordinates the development and

maintenance of a positive educational
program designed to meet the needs
of the community, planning for both
current and long range programs

. Evaluates the total school program,

makes recommendations for the
improvement and implementation of
approved programs.

. Reviews policies with the board;

makes recommendations for addi
tions or changes, maintains a policy
manual.

. Establishes, subject to board approval,

rules and regulations for the imple
mentation of board policies.

. Directs the development of the dis-

10.

1L

13

. Exeruses leadership int

trice budget as the prnmany fiscal plan
fur the implementation of district
gudls and ubjectinves and admunisters
the adopted budget within legal
requirements and buard pulicy.

. Recommends the selection, man

agement, and re-appumntment of al;
persunnel and the definition of job
responsibilities.

. Provides fur a4 progeam of professional

growth for all personnel.
Coordinates the eftorts of all person-
nel in working tuward the achieve-
ment of established goals.
Represents the district, either person-
ally ur through delegated representa-
tives, in its dealings wath uther school
systems, institutions, agencies, com.
nunity vrganizations, advisory com-
mittees, and the geaneral public.

ﬁe develop-
ment and execut1on of the schoul-
comraunity relations programs and
procedures.
Keeps abreast of current educational
trends and practices and advises the
board as to desirable courses of
action.

. Pertorms such uther tasks as may from

time to time be assigned by the
board.

Educational Policies Servives
National School Boards Assoviation

22




18

JOB DESCRIPTION EXAMPLE II
Title: with legal requirements and adopted
Superintendent board policies.

Qualilications:

As sct by State certitication authonties

Reponts To:
Board of Education

Supervises:
1) Assistants tu the supem tendent

2) Principals

3) Legal advisor

4) Central office personnel
5) Special services

6) Consultants

Job Goal:

To provide leadership in developing,
achieving, and maintaiming the educa-
tional programs and services; to admims-

ter and supervise (or cause to be
administered or supervised) all acuvitics
of the school sys*m.

Performance Responsibilities:
1) Attends all meetings of the board

except when his own appointment, effi
ciency, contract or salary are being consi
dered, and serves as ex officio member of
all board committces,

2) Conducts a periodic audit of the total
school program, and adviscs the board on
recommendations for the educational
advancement of the schools.

3) Formulates school objectives, policics,
plans, and programs; and prepares (or
causes to be prepared) and presents facts
and explanations necessary to assist the
board in its duty of adopting policies for
the schools.

4) Assists the board in developing long
range plans to implement district goals
and objectives in accordance with board
policy.

5) Recommends tothe board sales of all
property no longer required by the board
and supervises the proper execution of
such sales.

6) Recommends for appointment or
employment all employees of the board
a1.d assigns, transfers, and recommends
for dismissal any and all employecs of the
board.

7) Directs the preparation of the annual
budget for adoption by the board, and
administers the budget as enacted by the
board, acting at all times in accordance

ERIC 23
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8) Maintains directly or through delega-
tion such personnel records, pupil
accounting records, business records, and
other records which are required by law
and by board policy.

9) Recommends the establishment or
alteration of attendance boundanies for all
schools in the interest of good administra:
tion of the instructional program, and
approves the special transfer of students
frum one neighboring district to another
only when, in the superintendent’s opin-
ion, conditions in cach case warrant such
action.

10) Represents the schools before the
public, and maintains, through coopera
tive leadership, both within and without
the schools, such a program of publicity
and public relations as may keep the pub-
lic informed as to the activities, needs and
successes of the schools.

11) Delegates responsibilitics to the
management team according to the per-
formance responsibilitses found 1n therr
job descriptions and coordinates and
evaluates the performance of the man.
agement team 1n their efforts to carry out
board policy.

12) Supervises the efiective carrying out
of all constitutional or statutory laws, state
regulations, and board policies.

1.’5 Communicates directly or through
delegation all actions of the board relaung
to personnel matters to all employecs;
and receives from employees all commu.
nications to be made to the board.

14) Exercises power to make such rules
and give such instructions to school
employees and students as may be neces:
sary to implement board policy.

15) Acts on own discretion if action 1s
necessary m any matter not covered by
board policy, reports such action to the
board as soon as practicable, and recom-
mends policy in order to provide guidance
in the future.

16) Performs such other tasks as may from
time to time be 2ssigned by the board.

Terms of Emplovment.
Twacehe meaths a year. Contract terms and

salary to be determined by the buard.

]
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Evaluation:
Performance ol this jub will be evaluated
annually in accordance with provisions of

JOB DESCRIPTION
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the buard's pulicy un Evaluation of the
Superintendent.

Felucational Policies Service
National School Bocards Association

EXAMPLE IIX

Qualitications:

As set by California centification authurties,

Repors To:
Board of Trustces,

Primary Function:

Provides leadership in developing, achiev-
ing, and maintaining the educational pro-
grams and services; admimisters and
supervises all activities of the school sys-
tem. §erves as Clief Executive Ofticer of
the District.

Duties and Responsibilitics.

General Administration

1. Supervises the effective administratiun

of all constitutional or statutory laws,

state regulations and board policies.

Assists the buard in developing short

and long-range plans to implement dis-

trict goals in accordance with board
policy.

3. Reviews policies with the board, makes
recommendations for additions or
changes; maintains a policy manual.

4 Establishes rulcs and regulations for the
implementation of board policies.

5. Deveiops short-range and long-range
goals and objectives for the manage-
ment of the district.

Board Relations

1. Provides the board with necessary
information, provides reports, and
makes timely recommendations.

. Informs and advises the board about
the programs, practices, and problems
of the schools, and keeps the board
informed of the activities operating
under the board's authority.

Educational Leadership

1. Conducts penudic evaluations of the
total school program; recommends and
coordinates the development, imple
mentation, and maintenance of an edu
cational program in accordance with
the district’s short and lung term objec

Q tives.

o
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2. Keeps abreast of current educanonal
trends and practices and advises the
board of desirable courses of action.

3. Provides a program of pupil personnel
services and co-curricular activities,

Personnel

1 Assures the development and operation
of personnel policies, rules and regula
tions in secking and maintaining the
highest quality of personnel.

2. Delegates responsibilities and provides
leadership of the management person
nel to meet district objectives.

3 Provides for a program of personal
development and professiunal growth
forall personnel.

4 Oversees negotiations and contract
administration,

Business Management

L. Directs the development of the district

budget as the primary fiscal plan for the

implementation of district goals and
objectives, administers the adopted
budget within legal requirements and
board policy.

Provides for sound planning of finan-

cal, facility, maintenance, and enroll-

ment requirements in accordance with
the district’s short- and long-range
objectives.

Communications

1. Establishes and maintains constructive
communication programs and practices
within the schools, the district, and the
commuriity.

2. Represents the district, cither person-
ally or through delegated representa-
tives, at various school, community,
assuciation, and government activites.

Other
1. Performs such other tasks as may from
time to time be assigned by the board.

b

Oxnard U.non High Suboul District
Oxnard, CA
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Adoption of a board policy establisbes the purpose of evaluating the superin-
tendent and in a general way states what will be done.

BOARD POLICY

EXAMPLE I

As aregular and scheduled activity, the
Charlottesville School Board will evaluate
the perfurmance of the superintendent uf
schools against standards agreed to by the
evaluatee and the evaluators. The primary
purpuse of the evaluation will be to cffect
improvements in administrative leader
ship.

Since the actions or inaction of the super-
intendent can signsficantly affect the effec-
tiveness of the administrative and
supervisory staff, the supenntendent s pro-
fessional colleagues are 1n a umique pos:-
tion to assess his professional experuise,
Therefore, in addition to the board's eva-
luation, a second evaluation will oceur
(utilizing the same instrumentation) by a
team consisting of all assistant superin-
tcr;dcnts, two directors, and two princi
pals.

GUIDEPOSTS

1. The supenntendent shuuld know the
standards against which he will be
evaluated and he should be involved in
the development of the standards.

2. Evaluation should be at a scheduled
time :md(L)I ace, with no other items on
the agenda, at a study or executive ses:

sion with all board members present,
3. The evaluanon should be a composite
of the indwvidual board members’ opin-
@ 75, but the board as a whole should

ERIC
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meet »vith the superintenden. to dis
cuss it with hinz,

1. The evaluatiun should indlude a dis
wussion of streagths as well as wek
nesses.

5. The evaluation should be fairly fre
quent - at least onee a yeat. Thus, in
case the decision is ceached not to
renew a superintendent’s contract, the
board can point to previous “warnings™
of deficiencies,

6 Both parties should prepare for the eva
luation—the superintendent by con
ducting a rigorous self evaluation, the
board by examining various sources of
information relating to the superin
tendent’s performance.

=. The board should not limit itself 1
those items which appear on the cva
luation form since no form or set of
guidelines can encompass the totality
of the superintendent’s responsibilities.

8. Each judgment should be supported by
as much rational and objective cvi-
dence as possible. One board
member’s opinion should not be the
sole basis for judgment on an appraisal
item.

9. The superintendent should have the

opportunity to evaluate the board.

Ideally, the evaluation will include an

examination of the working relation

ships between the board and superin
tendent,
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PERFORMANCE OBJECTIVES

When the superintendent of schools has
recewved the composite profiles from the
board and staff, he will then formulaie a
series of performance objectives or job
targets for the ensuing year. These job
targets will be stated in the form of behav-
ioral change or productivity gains. Implied

BOARD POLICY

in this approach is an assumption that an
individual is capable of improvement. The
chances that he or she will are enhanced if
evaluation is carried out systematically in
accordance with good planning, conscien
tious follow-through, and careful assess:
ment of results.

Charlottesville Public School,
Charlottesville, Virginia

EXAMPLE J{

The Board of Education ofthis district
believes that the evaluation of the man:
agement of the district is important to an
assessment of district objectives and therr
fulfillment. Since evaluation of individuals
can propetly be done only by their imme-
diate supervisors, it falls to the superin:
tendent to evaluate the chief officers of the
district and to the board to evaluate the
role and performance of the superintend-
ent. This evaluation shall take place 1) ina
number of informal ways which include
the ongoing personal contact between the
superintendent and board members and
observaiion b each of the status of the
district boar. .ieetings and 2) a more
formalized and systematic method based
uponan instrument which shall cover the
broad range of superintendent-board rela-
tionships. It shall be designed by the
board and the superintendent with the
object of providing opportumity for a rela.
tively objective estimate of district status as
well as performance of the superintendent.

The evaluation of the superintendent
through the use of this instriment shall be
made annually in a confezence-type
atmosphere where frank and cunsteuane
c_(z)rlm..smion about the evaluation is pos-
sible,

Since this is one of the most important
duties of the board of educauon, the ques:
tionnwre suggested should be set up well
inadvance of need, panicularly of any
urgent need. Consideration may then be
given to this important activity in an
atmosphere which will be more likely to
produce fair and lasting value for the
school system as well as for the individuals
involved.

Three phases shall be considered in any
@ ‘uation ofthe school district manage

ERIC
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ment ur the superintendent 1n the tormai
process of evaluation:

A Anappnisal of the main areas in whick

the superintendent functions, such as:

1 Districtand s-hool organization and

administration (including district
policy development).

. The educational program and
instructional methods.

. Pupils and pupil personnel services.

. Employee relations (including
safety and in-service training).
Recruitment, selection, placement
and pérsonnel management.

. Business and financial management.

_ School facility management.

. Intergovernmental relations (iiiclud
ing icgislative matters which may
afiect the district).

9 Community relations {including
district and school advisory commit
tees).

B. Apessonal evaluation of the superin-

tendent such as his:

Relationship with the board.

Educational leadership.

Saff and personnel rc[;tiunships.

Relevant qualities of character and

personality.

. Community relationships.

C. Asclfappraisal of the Board (which
may also call for a reaction from the
Superintendent) with special attention
to the following areas:

1. Board meetings.

2. Relationship with the superin-
tendent,

3. Relationship to the instructional
program.

4. Saft and personnal relationships.

5. Relationship 10 the financial man.
agement of the schools.

6. Community relationships.

26
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Such a process of evaluation will usually
indicate certain weaknesses and stre1 _ths
of both board and superintendznt pertor
mance. This should then result in a high
degree of objectivity and an increase in the
effectiveness of the performance record of
both board and superintendent.

It should be remembered that the work of
the superintendent is circumscribed by
the policies of the board, the manner in
which the board works and the resources

EFDARD POLICY

available to the district. Cunversely, the
effectiveness uf the buard 1s greatly
affected by the quality uf the wurk of the
superiniendent. Therefure, the evaluatiun
uf the superintendent shall be based un an
evaluatiun of the juint respunsibilities of
the board and the superintendent.

Cajun Valley Schuol District
El Cajon, CA

EXAMPLE Iil

Evaluation is essential to, and an integral
part of, a systematic approach to manage-
ment. It is also a necessary element in a
program of planned improvement.

The board of education recognizes this
need. It ~hall, therefore, be the policy of
the Fresno Un.fied Schuol District tu eval
uate the superintendent annually on the
basis of A) performance ubjectives, and B)
a rating scale checklist.

A Performance Obiectives The board and
superintendent shall agree in writing
on:

1. Alimited number of mutually
agreed upon performance objec
tives (to be identified by August 1).

2. A description of activities to be per
formed or standards of behavior
expected toachieve the projected
results.

3. The availability of needed resources,
existing constraints such as budget,
personnel and contract conditions,
and other factors which may have an
effect on the accomplishment of the
objectives.

4. The results expected.

BOARD POLICY

5. Adalendar of dates for fulfilhing the
objectives.

6. Dates of evaluation.

a. written (January, February)
b discussion session (no later than
March 1)

B Rating Scale Checklist An appropriate
rating scale checklist shall be utilized to
supplement the evaluation of perfor
mance objectives.

C. Evaluaiion Process
1. Each board member shall mdwidu-

ally evaluate the performance of the
superintendent based upon the per-
formance objectives on a chart.

2. Each board member shall complete
arating scale checklist.

3. The board chairperson or a desig-
nee shall have the responsibility to
prepare a compilation of the evalua-
tions with all written comments
intact. The composite shall be pres-
ented to the superintendent.

4. Atasubsequent date, the board shall
meet with the superintendent to
discuss the evaluation.

Fresno Unified School District, CA

EXAMPLE IV

Through annual evaluatiun ufthe superin
tendent, the board shall strive to accomp
lish the following:

A Clarify for the superintendent his role
in the school system as seen by the
board.

8. Clarify for all board members rhe role
of the superintendent in the light of his

Ji~h description and the immediate

priurities arrung his respunstbilities as
agreed upun by the board and the
superintendent.

C. Develop harmonious working relation
ships between the board and superin
tendent.

D. Provide administrative leadership for
the school system.

Oxnard School District
Oxnard, CA
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Examples are provided to illustrate different metbods for evaluating the per-
Jormance of superintendents, Eacb district should decide which type meets its
needs and adapt tbe “nstrument to its district,

CHECKLIST

EXAMPLE I

Evaluation should be an on going process
utilizing both formal and informal
methcds. Evaluation can be a positive or
negative experience. For the benefit of
both the superintendent and the district, it
should occur and be conducted in the
most positive manner possible at least
once a year.

The process and criteria to be used in eval-

uation should be mutually acceptable to
the board and the superintendent.

Throughout the avaluation process it
should be remembered that the purpose
of evaluation is to improve the critical
elements that are valued.

By using this document, a board should be
able to establish a reasonable and fair eval-
uation system for the superintendent.

It is recommended this checklist be dis-
cussed in executive session when the
actual evaluation of the superintendent is
under consideration.

RELATIONSHIP WITH THE BOARD
INDIVIDUAL
BOARD BOARD'S
MEMBERS DECISION
1 2 3 4 1 2 3 4
— — — — 1. Keepsthe board informed about issues, needs,and . __ __

operation of the school system.

—_———— 2,

Offers professional advice to the board on items

requiring board action, with appropriate
recommendations based on thorough study and

analysis.

work.

. Interprets and executes the intent of board policy.
Seeks and accepts constructive criticism of his

) Su;;fports board policy and actions to the publicand  — — . ___
stait,

28
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INDIVIDUAL
BOARD BOARD'S
MEMBERS DECISION
1 2 3 4 1 2 3 4
— — — — 6. Has a harmonious working relationship with the —_——
board.
e — — — 7. Understands his role in administration of board —_—

policy, makes recommendations for employme.t or
promotion of personnel in writing and with support-
ing data, and accepts responsibility for his recom-
mendations, If the recommendation is questioned
by thg board, he finds another person to recom-
mend.

— — — — 8. Receives recommendations for personnel from —_——
board members with an open mind but applies the
same criteria for his selection for recommendation as
he applies to applications from other sources.

— —— — — 9. Accepts his responsibility for maintaining liaisor: —_——
between the board and personnel working toward a
high degree of understanding and respect between
the staff and board.

— — — —10. Remains impartial toward the board, treatingall —_——
board members alike.

— — . —_11. Refrains from criticism of individual or group —_—
members ofthe board.

e — — —12. Goesimmediatelyand 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 t resolve such differences
immediately.

— — — —_13. Feelsfree to maintain his opposition to matters ———
under discussion by the board until an official deci-
sion has been reached, after which time he subordi-
nates his own views to those of the board as long as
he remains in its employ.

ADMINISTRATION OF THE SCHOOI DISTRICT

— e — — 1. Distinguishes between prime problems and —_——
trivialities.

— — — — 2. Plans his own time so that matters of greatest _—
importance are dealt with thoroughly.

— — — — 3. Hasorganized the staff so that appropriate decision = — —
making may take place at various levels as contrasted
with most decisions being made at the superinten-
dent’s level.

— — — — 4. Periodically reviews and reorganizes staff duties —_——
and/or responsibilities to take full advantage of the
staff's special competencies and interests.

Has developed a system that assures that all signifi =~ — — —
cant activities or duties are performed regularly or
administered promptly.

e

9.0
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INDIVIDUAL
BOARD BOARD’S
MEMBERS DECISION
1 2 3 4 1 2 3 4
— — — — 6. Encourages research and creativity among —_—— e
employees.

— — — — 7. Informsthe board and general publicinanannual  __ __ __
report or in a series of reports of the state of the
schools in the district.

— — — — 8. Provides the board with a written agenda and —_—
appropriate back-up material by the determined date
before each board meeting.

COMMUNITY RELATIONS

— — — — 1. Hasgained the respect and support of the commun- . __ ___
ity on the functioning of the district’s operation.

— — — — 2. Solicits and gives attention to problems and opin- _—
ions of all groups and individuals.

— — — — 3. Develops friendly and cooperative relationships —_——
with news media.

— — — — 4. Participates actively in community life and affairs. —_

— — — — 5. Achieve status as a community leader in public —_———
education.

— — — — 6. Works effectively with public and private agencies. . __ __ __

STAFF AND PERSONNEL RELATIONSHIPS

— — — — 1. Developsand executes sound personnel procedures — —_ __ __
and practices.

~— — — — 2. Develops good staff morale and loyalty. —_—

— — — — 3. Treats all personnel fairly, without favoritism or diss —_ __ __ __
crimination, while insisting on performance of
duties.

— — — — 4. Delegatesauthority to staff members appropriate to . __ __ __
the position each holds.

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

— — — — 6. Encourages participation of appropriate staff —_———— —

members and groups in planning, procedures, and
policy interpretation.

— — — — 7. Evaluates performance of staff members, giving —_——
commendation for good work as well as construc-
tive suggestions for improvement.

~— — — — 8 Takesan active role in development of salary —_—
schedules for all personnel, and recommends to the
board the levels which, within budgetary limitations,
Q will best serve the interests of the district.

ERIC 30
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INDIVIDUAL
BOARD BOARD’S
MEMBERS DECISION

1 2 3 4 1 2 3 4
e — —_ 9. Atthe direction of the board, establishes, meetsand — — — —
confers with the negotiating council, representing to
the best of his ability and understanding the
interest and will of the board.

EDUCATIONAL LEADERSHIP

— — — — 1. Understands and keeps informed regarding all —_————
aspects of the instructional program.

— . 2. Implementsthe district’s philosophy of education. =~ — — — —

— — —— — 3. Participates with staff, board, and community in —
studying and developing curriculum improvement.

— — — —_ 4. Organizes a planned program of cusriculum —_—— e —
evaluation and improvement.

- __ 5. Provides democratic procedures in curriculum work, — — — —
utilizing the abilities and talents of the entire profes-
sional staff and lay people of the community.

— — . 6. Exemplifies the skills and attitudes of a master —_——
teacher and inspires other to highest professional
standards.

BUSINESS AND FINANCE

— — — —. 1. Keeps informed on needs of the school program—  — — — —
plant, facilities, equipment, and supplies

— . . 2. Supervises operations, insisting on competentand = — — — —
efficient performance.

3. Determinesthat:
e— — —— 2. Fundsare spent wisely. —_——— —
— —_ ——_  b. Adequate control and accounting are maintained. — — — —

o __ __ 4. Evaluates financial needs and makes recommenda @ — — — —
tions for adequate financing.

PERSONAL QUALITIES
— — — —_ 1. Defends principles and convictions in the face of —_———— —
— — — — 2. Maintains high standards of ethics, honesty, and ————

integrity in all personal and professional matters.
— — — __ 3. Earns respect and standing among professional —_———

colleagues.
— — — — 4. Devotestime and energy effectively to job. ———— —
, — — — 5. Demonstrates ability to work well with individuals =~ — e — —
. and groups. 3 1

pressure and partisan influence. ]
l
|
V
|
|
|
)
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INDIVIDUAL
BOARD
MEMBERS
1 2 3 4

COMMENTS:

27

BOARD’S
DECISION

1 2 3 4

6. Exercises good judgment and the democratic —_——

processes in arriving at decisions.

Possesses and maintains the health and energy —_———
necessary to meet the responsibilities of the position.

Maintains poise and emotional stability in the full —_—
range of professional activities.

Is customarily suitably attired and well groomed. —_———

Uses English effectively in dealing with staff —_———
members, the board, and the public.

. Writes clearly and concisely. —_—
. Speaks well in front of large and small groups, —_——

expressing ideas in a logical and forthright manner.

Thinks well when faced with an unexpected or —
disturbing turn of events in a large group meeting.

Maintains professional development by reading, —_——_———
course work, conference attendance, work on pro-

fessional committees, visiting other districts and

meeting with other superintendents.

SIGNED:-

(President of the Board)

(Superintendent)

3 2 California School Boards Association
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TRAITS AND SKILLS

As we have done each year for the past six
years, we wish again to have an evaluation
by the board of education relative to the
effectiveness of the central staff. The form
below is divided into two sections. The
first section and the major one specifically
rates the superintendent of schools. The
second section is arranged to evaluate the
staff or superintendency team. I would
appreciate it if you would complete the
form in its tote! ai one sitting and return it
to me at your e2cliest convenience, hope-
fully not later *nan the July regular board
meeting. If you feel the urge, 1 would be
most happy to discuss the form with you

persorally. A discussion by the board per-
haps would be worthwhile in relauon to
certain points. I hope you will be as objec-
tive and candid as possible in your evalua-
tion. You may feel free to sign the form or
leave it unsigned, as you desire. This year I
am attempting to make the form easyto
complete by having you either circle or
check items. If you feel the need for
further explanation, you might star (*) a
particular item and write on the back of
the evaluation form.

Thank you.
Frank W. Hunter, Superintendent

Please circle one number after each of t.1e ttems. (Since I have a scoring plan, please do
not skip any item.) The number scale .5 from low to high, 7 being lowest, 5 the highest.

. Has sufficient enthusiasm

Has satisfactory personal appearance
Has proper degree of self-confidence
. Uses sound judgment

. Has satisfactory relationship with staff

P
e

Uses ability to delegate sufficiently
. Has satisfactory concern for detail

— e
W N =

. Leadership ability is satisfactory

—
AT BN

. Follows policy satisfactorily
. Has satisfactory community image
Is dependable

bk b b b
O W dAa

. Has right amount of persistence
. Isadaptable when required
. Has sufficient aggressiveness

N N NN
W NN - O

. Generally open-minded

. Has ability to organize well

. Plans ahead sufficiently

26.1 Satisfactory ability to face conflict

NI
AV N

. Has satisfactory oral communicating ability
Has satisfactory written communicating ability

. Has philosophy of education compatible with that of community

. Has satisfactory relationship with board

. Has satisfactory decision-making ability

. Has satisfactory ability to shoulder responsibility

. Istoo sensitive—takes things too personally

. Has a pronounced interest in improving the instructivnal program

(3]
w
NN
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27. Has satisfactory ability to live with pressure

28. Has satisfactory amount of courage
29, Is very honest

30. Has sufficient interest in public relations
31. Has satisfactory participation in local, state and national programs
32. Has good interest and concern for employee morale

33. Is sensitive to the problems of others

34. Has satisfactory willingness to compromise

35. Is well-informed
36. Has satisfactory ability to evaluate
37. Usestact

ESSAY

N
o

12345
12345
12345
12345
12345
12345
12345
12345
12345
12345

Metropolitan School District 1 2 3 4 §

of Proxy Township

Indianapolis, IN EXAMPLE I

Destrable Administrative Qualities

The process of evaluation is most effectine
when an honest, open dialogue can occur
between evaluator and evaluatee. Ideally,
this dialogue occurs frequently during the
year and is not limited to the customary
yearly evaluation conference. The desira-
ble administrative qualities listed below
could be considered in this continuing
dialogue between evaluator and evaluatee.
Structuring the dialogue to this degree
should enable the evaluator to more sys
tematically consider the performance of
the evaluatee.

The uses of this instrument are unlimited.
Some suggested uses you may wish to
consider follow:

1. The evaluator and evaluatee can use the
list as a diagnostic tool and as a basis for
discussion of the evaluatee’s personal

skills. A prescription for improvement
could then be agreed upon by both par
ties.

2. An evaluator could ask an evaluatee or
other peer about his or her perception
of the evaluator’s possession of the
listed qualities.

3. When a performance problem exists,
the person concerned could use the
qualities as a check list, a memory
jogger, 1o attempt to identify the cause
of the problem and thereby affect a
means of remediation.

This “dialogue instrument” is not an eva-
luation form. It is to be used as a tool for
identifying assets and liabilities. It has linle
value if it is not used as a preface to a plan
for the improvement of performance.

L. Personal characteristics necessary tu create a pusitive professional and educational

climate within the school district.

Adaptability: Adapits to new circumstances and is willing
to change.

Confidence: Has belief in and communicates his own
abilities.

Congruence: Attuned to prevailing circumstances and
self.

Decisive: Avoids procrastination.

Effective Communicator. Possesses the ability tc communicate

effectively with a variety of people both in
oral and written form.

ERIC
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Empathy: Identifies emotionally and situationaily
with others.

Enthusiasm: Attitude indicates a high level of personal
commitment.

Innovative/Risk Taking: Will experiment with new ideas.

II. Knowledge and Skill in Professional Assignment

Poise: By the virtue of his public posture, com-
municates effectively with ease and dignity
of manner in all situations.

Positive Outlook: Maintains optimistic viewpoint.

Professional Ethics:

Possesses integrity.

Recepitive to Criticism:

Possesses the ability to receive suggestions
for improvement.

Respects Individual Differences.

Listens to and considers the viewpoints of
others.

Sense of Humor: Ability to laugh at yourself and with others.

Sensitivity and Awareness. Is cognizant of the feelings of others and
possesses insight.

Sociability: Is a well-rounded individual with interest
in a variety of people and places.

Supportive: Willing to support people, policies, and
ptocedures.

Tact: Is able to relate candidly to people with-
out seriously impairing interpersonal rela-
tionships.

Vitality: Has sufficient endurance 1o efiectively deal

with peak load activity.

III. Organization and Management of Job Responsibility

Ability to Motivate: Demonstrates the ability to inspire others
1o high purpose in satisfying school and
district goals.

Decision Making: Demonstrates the faculty to weigh alterna-
tives and make workable decisions.

Efficiency: Produces the desired result with 2 min-

imum of effort. Shows the ability to dele-
gate. Ures time effectively.




Facilitates Professional Growth in Others.

Males available a wide variety of alterna
tives and encourages others toward profes-
sional growth and advancement.

Implementation:

Completes assigned tasks and achieves
desired outcome within a specified time-
line.

citiative: Is a “self starter” and self-directed individ-
ual.
Leadership: The ability to release human potential in
others.
Planning: Demonstrates the ability to uevelop a
comprehensive educational plan,
ESSAY EXAMPLE II
PERFORMANCE AREA FVALUATION
COMMENDATIONS RECOMMENDATIONS

General Administration
Policy development
and implementation

Short and long-range
planning

Management techniques

Board Relations
Effective dissemination of
information

Recommendations based
on study and analysis

Educational Leadership
Development and evalua-
tion of curriculum

Knowledge of instruc-
tional program

Development of pupil
personnel practices

Personnel
Obtaining and evaluating
personnel

Employee morale
Staff development
Negotiations procedures

36
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PERFORMANCE AREA

EVALUATION

COMMENDATIONS RECOMMENDATIONS

Business Management
Budget development and

implementation

School plant planning
and administration

Plans for enrollment
requirements

Communications

Eftective relations with
groups and/or
individuals

Participation and repre-
sentation in community

Professional Growth
Updating skills

Participation in con-
ferences and seminars

Qther

Oxnard Union High School District
Oxnard, CA

37
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MANAGEMENT BY OBJECTIVES EXAMPLE I

3. The chairman of the board or a desig

1. The Board and the Superintendent

shall agree, in writing, on the Superin
tendent’s objectives on or about July 1
and January 1 of each year.

2. The Board members shall meet pni
vately inJune and December of each
year to discuss their individual per
ceptions of the superintendent’s per-
formance with respect to the
agreed-upon objectives.

nated representative shall meet with
the superintendent in June and
December of each year to discuss the
board's joint written evaluation of the
superintendent’s performance with
respect to the agreed upon objectives.

Proposed goals and objectives are on the
following pages.
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SUPERINTENDENT'S PROPOSED GOALS & OBJECTIVES,

GOAL I: Re-examine the direction of the educational program

OBIECTIVES ACTIVITIES
A. Achieve adequate participation of 1. Remind individaals and groups to
school related organizations and attend city-wide Congress on January
individuals in the Community 13
Goals Study 2. Promote participation in task forces

3. Remind groups and individuals to
attend second Congress

4. Promote participation in task force
revisions

S. Remind groups and individuals to
attend third Congress

6. Remind groups and individuais to
attend City Council hearings

7. Qbtain and publicize results

B. To plan athorough review of the 1. Obtain official direction from Board
district's educational philosophy, of Education
goals and objectives to be con- . Organize a steering committee
ducted in October-November & 8
3. Determine needs to be used, per-

sons to be involved, timing, mater-
ials, facilities

v

GOAL }I: Proceed with replacement of unsafs buildings

A Monitor the planning, financing, 1. Present plans for approval of Board
bidding, contracting, and construc- of Education:
tion of new buildlings a) Alameda HS, prelim.

b) Miller working drawings
¢) B.F.IL working drawings

2, Request authority of Board of Educa-
tion to invite bids:
' a) Haight
b) Lincoln

3. Present construction contracts for
approval of Board of Education:
a) Haight
b) Lincoln

4. Present monthly progress reports on
all projects

33
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TIMING

January 6-13

January 13-March 30

March 1-April 7

April 8-30
April 21-May 6
May 7-30

June 1

April 8

May 5-9

May 12-16

February
Felyuary
May

January
January

February
February

January-June

ERIC
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MEASUREMENT

Observe attendance at Congress. Check
participation for adequacy of represen-
tation

Observe deliberations of task forces for
evidence of quality representation

Observe attendance at Congress. Check
participation for adequacy of represen-
tation

Observe deliberations of task forces for
evidence of quality representation

Sameasland 3

Sameas 1, 3,and S

Pultish resolution of Board of Educa.
tion

Publish names of steering commiittee
members

Publish information regarding
methods, involvenent, timing,
maerials, facilties

Board minutes

Board minutes

Board minutes

40. -
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OBIECTIVES

B. Provide stafl services to Board of

Education in connection with A.H.S.

bond election

C. Work within the law to provide
facilities prior to completion of
construction

GOAL III: Maintain financial solvency

A. Coordinate efforts to improve the
district’s financial condition

O

ERIC

.
4 %

ACTIVITIES

5. Recommend acceptance of Lum
addition

1. Consult with board chairman on
plans

2. Provide information as requested

1. Verify eligibility to remain in all
existing elementary and middle

school buildings until completion of

new facilities

. Ascertain legislarive intent regarding
occupancy of A.H.S. after June 30

ro

3. Take appropriate action:

a) If Legislature amends law to
permit full occupancy, modify
the A.-H.S. program to accommo-
date construction

b) If Legislature amends law to
permit partial occupancy,
develop a plan to operate with
reduced facilities

c) IfLegislature declines to amend
law, implement recommenda-
tions of Temporary Housing
Committee

1. Meet with presidents of Board of

Education and school-related organ.

izations to determine extent of
interest in cooperative endeavors

2. Joint development of outlines and
cost estimates for three budgets:
Survival, Adequate, Quality

3. Joint determination of whether to
recommend revenue increase elec-
tion

4. Present financial situation to Board
of Education. Request approval of
three alternate pre-preliminary
budgets. Recommend revenue
increase election if desired

5. Meet with legislators to request
increase in state support




June

Januarv 7-February 7
February 10-March 10

January
January

February
February

February

January 6

January 7-17
January 20

January 27

February 3-21

ERIC
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MEASUREMENT

Board minutes

Minutes of meetings, memoranda,
schedules

Memoranda, bulletins, newspaper arti-
cles

Written confirmation from Office of
Local Assistance

Written opinions from State Superin-
tendent of Public Instruction, Office of
Local Assistance, members of the Legis-
lature

Memoranda, Board mintites, news:
paper articles

Memoranda, Board minutes, news.
paper articles

Memoranda, Board minutes, news-
paper articles

Minutes of meeting

Qutlines and estimates
Minutes of meeting

Minutes of meeting

Minutes of meeting

42




OBJECTIVES

GOAL IV: Provide a better quality of leadership

A. Do better long range planning

B. Increase opportunities fur participa

tion of employees in the decision-

making process

C. Foster friendly and supportive
relationships

ACTIVITIES

. Discuss with Board of Education

whether to implement involuntary
staff reduction. Obtain direction
regarding election eftort

. Implement involuntary staff reduc-

tion if so desired

. Consult with steering committee on

election plans

. Provide election information as

requested

. Cabinet review prinicipal’s progress

conterences and own goals-objec-
tives-targets. Revise for 1984-85 and
outline new for 1985-86

. Cabinet review preliminary

population projections, discuss
alternate statling patterns and
use of facilities for 1985-86

. Examine budget to discover addi

tional areas to be decentralized

. Discuss above with management

personnel

. Implement as desired

. Make 20 classroom observatiuns
. Make 20 pre-announced informal

visits to schools

. Host informal social activities for

management pcsonnel

. Set up a system to recognize

accomplishments of personnel

. Implement above

*Carried uver from first semester at Buard request, Devise a plan to keep the size uf the
administrative staff consistent with pupil population

1. Review master plan population projections.
2. Determine administrative stafling requirements.

2

ERIC
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@~ ~velop alternatives for matching administrative wtaff to pupil pupulation.




TIMING

February 25

February 28
March 3-21

April 1-May 26

January 15-17

January 15-17

January 15-17
January 2¢
February-June

January-June
January-June

January-June

January

February-June

MEASUREMENT

Minutes of meeting

Copies of notices

Minutes

Minutes

Minutes of Cabinet mec.ing
Minutes of Administrators/Supervisors
meeting

Superintendent’s Bulletin

Copies of letters to teachers
Copy of schedule

Calendar
Superintendent’s Bulletin

Superintendent’s Bulletin

44
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D. Assist management personnel with
achievement of objectives

OBIECTIVES

E. Encourzge professional growth of
all personnel

45

o

ACTIVITIES

. Review principals’ progress in

regional K-12 groupings

. Assist eaca principal in revising cur-

rent goals and objectives

. Work with A.CS.A. committee to

develop evaluation procedure

. Adopt administrative evaluation pro-

cess

. Ass’st management personnel in

preparing 1985-86 goals and objec-
tives

. Review current schedule and partic-

ipation in in-service education

. Revise current L.S.E. schedule as

desired

. Survey personnel to determine

needs

. Set up LS.E. for 1985-86




MEASUREMENT
January 8-9

February

January-February

March
April-May
January 15-17 Cabinet minutes
February 14 Educational Services’ stafl' minutes
March Educational Services’ staft minutes
April Educationa] Services’ stafl minutes
Alameda Unified School District
Q ~ Alameda, CA

ERIC 46
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MANAGEMENT BY OBJECTIVES

EXAMPLE Il

A. To develop and implement an admin
istrative organization with job
descriptions and a system of compen
sation related to responsibility and
quality of work.

1. Action Plan The members of the
central administrative staff will be
included in designing an a,.prop-
riate ad ministrative organization
along with job descriptions.

The members of the total adminis-
trative staff will be involved in
designing a program of compensa-
tion for exempt employees. This
program of compensation is to be
based upon responsibility and per
formance.

2. Time Table Step one, administrative
organization, will be completed by
the end of September, 1984. Step
two, salary program, will be com-
pleted by the end of November,
1984.

3. Measurement The administrative
chart, job assignments, and job
descriptions will be completed, dis-
tributed, and implemented by the

whatever steps he can to assist eacn
central staff member in meeting his
individual objectives. This may take
the form of suggestions, providing
resources Gr suggesting that the
objectives be modified.

. Time Table All personnel who have

been requested to prepare objec-
tives will be expected to have the
objectives completed in final form
by the end of September.

Frogress meetings will be held with
personnel at two-month intervals,
end of November, January, March
and May. The May meeting will be
the final appraisal. The superin-
tendent will review the objectives of
central staff and central staff will
review the objectives of their asso-
ciates.

. Measurement All objectives will be

available in a collated pamphlet and
distributed. Progress reports will be
written and given to superiors. Eval-
uation of progress will be made on
the basis of the measurement sug-
gested for each objective.

end of September, 1984. At the end C. To implement, using the already pre-

of December, 19234 a questionnaire
will be distributed to the total staff
to determine their opinion on the
effectiveness of the new organizz-
tion.

The salary program for exempt
employees will be used to set salar
ies in December of 1984 for the
1985 calendar year.

pared forms, a system of teacher
observation and evaluation and in-
service programs designed to assist
teachers to overcorie weaknesses
revealed in the evaluations.

1. Action Plan The administrative staff
will agree on the minimum number
of observations to be made of each
teacher. In-service programs on
observation and evaluation will be

B. To help each administrator develop
objectives for the 1984-85 school year
and assist each administrator in achiev-
ing hisobjectives.

conducted for personnel responsi-
ble for this function. At the end of a
designated period of time, the

1. Action Plan The superintendent will
review the objectives of the person
nel on the central staff. He will also
monitor the activities of central staff
personnel to assure that they review
the objectives of their associates.

At regular intervals, the superin-

tendent will discuss the progress of

each central staff person in meeting
, hisobjectives. At these meetings,

ERI Che superintendent will also take

Aruitoxt provided by Eic:

observation reports will be tabu-
lated to reveal weaknesses and
strengths that have been observed.
These tabulations will be used as
the basis for in-service programs to
be conducted for the teachers.

2. Time Table The tabulation of obser-
vation reports will be done at the
end of the first semester and the
results will be used to design in-
service programs for the second
semester. The second tabulation

g
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will be done at the end of the
second semester and the results will
be used to design in-service pro-
grams for the first semester of the
1985-86 school vear.

3. Measurement The observation
reports will be evidence that the
observations have been completed.
The tabulation sheets will show the
weaknesses and strengths. The
objectives of the in-service pro-
grams will reveal if the programs
have been designed as outlined.

D. Totake action to develop more coor
dination in the art, instrumental music,
and physical education health pro
grams in grades K through 12.

1. Action Plan Objectives for the art,
instrumental music, and physical
education-health program will be
preé)ared for the grade groups: K-3,
4-6, 7-8,9-12. Activities to achieve
these objectives and evaluation
measures will also be developed.

2. Time Table The objectives will be
completed by the end of November
and the activities and evaluation by
the end of April. The scheme for
monitoring the programs will be
determined by March, 1985, and
implemented in September, 1985

3. Measurement The completion of
curriculum guides and the estab.
lishment of a monitoring scheme
will be evidence that the objective
has been achieved.

E. To develop a system of employee
selection that will assure total adminis
trative staff involvement in the process.

1. Action Plan A plan will be devised
in which at least three members of
the administrative staff in addition
to the Director of Personnel will
interview all candidates recom
mended for employment on the
professional staff. A rating sheet for
each person interviewed will be
completed and placed in the file of
the prospective employee. All prin-
cipals and assistant principals will
be used to interview prospective
employees.
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2. Time Table A written plan will be
completed and implemented by
December 1, 1984.

3. Measurement Any person recom-
mended for employment after
December 1, 1984, will have been
interviewed by at least three admin-

* istrators. Beginning December 1,
1984, there will be a pool of candi-
dates for every teaching posiion in
the school system. This pool will be
made up of candidates acceptable
for employment in the district and
rated according to potential success
as ateacher in the district.

. To develop a system of professional

employee selection that will result in
the employment of the most capable
applicants as determinad by evaluation
during the first two years of employ-
ment.

1. Action Plan At the end of each
semester, each employee in the first
two years of work in the school dis-
trict will have his evaluation
checked against his potential ratings
given at the time of interview. A
tabulation will be made to show
relationships. Where discrepancies
occur, an analysis will be made to
determine exactly where the inter-
view and selection procedure:
failed. Corrections in che process
will be instituted.

2 Time Table The first check will be
made at the end of the first semester
of the 1984-85 school year and
each semester thereafter. The cor-
rections needed will be fed into the
system immediately after the analy-
sis.

3. Measurement Each succeeding year
should show a lesser degree of dis-
crepancy between ratings at time of
employment and at the end of the
first and second years of teaching.

. Totake action to increase the average

yearly achievement growth of each
srade level in reading and matkemat-
ics by one month in seventy-five per:
cent of the cases. (A case being a grade
level in a building,) Grades 4 through
8 will be involved.
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1. Action Plan Test results will be
analyzed to determine methods to
increase achievement in reading
and mathematics by altering teach-
ing methods or content. Sugges-
tions for accomplishing this will be
made to the teaching staff along
with assistance in implementing the
suggestions, Also, a greater effort
will be made to individualize
instruction in order that each child
can progress at his own rate. Finally,
more emphasis will be put on the

Checklist used by board in addition to review of objectives.

. Time Table The proposed growth

. Measurement The average yearly

use of the library or resource center

in providing experiences for stu-
dents in reading and mathematics.

will be made by the end of the
1984-85 school year.

growth for each grade (4 through 8)
will be increased by one month for
the 1984-85 school year in seventy-
five percent of the cases.

SUPERINTENDENT
NAME DATE
Appraisal Period- From To

Evaluator/s

1. Board Meeting Activities
a. Attends all board meetings

b. Makesappropriate recom-
mendations

¢. Follows up board inquiries
d. Implements board action

2. Policy Matters
a. Interprets and implements board

policy

L. Assists the board in its policy
decisions

d. Inzerprets and implements laws,
regulations and standards

3. Goals and Objectives
a. Prepares district goals
b. Prepares objectives
4. Personnel Hiring and Staffing

a. Recommends individuals for
employment

b. Assigns and transfers personnel
5. Curriculum Development
a. Evaluates and revises cusriculum

] 2 3 4 Total
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6.

7.

8.

9.

10.

b. Recommends all curriculum

45

4 Total

guides and tests
In-service Program Development

a. Effective in-service programs

Public Relations
a. Represents school before public

b. Represents district to other

educational institutions

¢. Effective public relations wrograms ___

d. Commur.y participation

Financial Planning
a. Overall financial planning

b. Annual budget

Personnel Evaluation
a. Evaluation of administrative and

instructional personnel
b Written evaluation of administra-

tive team
¢. Evaluates own performance _

Performance Objectives

2

@ -

Total

Signatures:

Appraisee Date
Evaluator/s Date

Dat~

KEY:
0 Below Average
1 Average
2 Above Average 5 O
3 Superior

O

~ Excellent

Kc{isto:ze Oaks School District
Pittsburgh, PA
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MANAGERIAL ABILITY PROFILE

In performance appraisal the buard starts
with a problem area, discusses what needs
to bedone, and scts an objective for doing
it. At the conclusion, the board assesses
whether it was done, why or why not, and
to what degree it was accomplished. The
managerial skills and tasks are also
reviewed. The board knows what 1115
looking for before it starts to evaluate.

DETERMINE NEED

The need foran appraisal system is
related to the school board’s perception
of what the district should be dving and
what is expected from the supermten.
dent. It is a means of determining the
cffectiveness of the board's policies and
the superintendent’s implementation of
them.

Review how board and supenntendent
operate.

Custodial

Lay-administrative

Policy-making

SELECT CRITERIA

The buard will list critena fur appraisal uf
superintendent then group into twu
categories:

1. Traits and skills, and

2. Management responsibilitics
Performance appraisal is comparing jub
performance with job specifications,
Basic skills and human trasts should be
expected and ne.« require evaluation.

EVALUATE BOARD,'SUPERINTENDENT
RELATIONSHIP

‘The board must appraisc itself to reveal
strengths and weaknesses in the board,
the superintendent, and their relation
ships with one another. Custodsal or lay-
administrative boards may find this
exercise meets their evaluation needs.
For policy-making boards, this self-
assessmeni <lear., the air and idenufies
areas in their relationships that need
improvement.

IDENTIFY DISTRICT FUNCTIONS
AND TASKS

supenntendent’s perfurmance will be
appraised.

CLARIFY ROLES

The board and superintendent will
designate key action words for each task
to clarify the role of the board, superin
tendent, and stafl. Where the board is
performing a “doing” function, the

< perintendent cannot be held respon-
sible for performance or lack of it.

IDENTIFY INDICATORS OF
EFFECTIVENESS FOR FACH TASK

To establish standards or measures for
evaluation, the board and superinten
dent will develop indicators of effective
ness to determrine whether task is being
carried out. The key is to ask what the
function or task is supposed to accomp-
lish. This shows the areas to be evalu
ated, the superintendent’s role in each
arca, and what the board expects will
occur.

PREPARE JOB DESCRIPTION

The job description will cover the range
of duties within each job function using,
the key action words. It will serve as a
monitoring device to ensure appraisal of
all aspects of the job.

RFVIFW MANAGERIAL ABILITY

An annual review of managerial abilitics
1) acquaint the board with what manag
eis are expected to do, and 2) reveal
specific abilities the board feels the
supernintendent needs to improve. This
will supplement the appisal of perfor
mance.

CATEGORIZE TASKS

The board and superintendent need o
focus on function and tasks which are
crucial or need improvement in writing
performance objectives. Not everything
the superintendent does needsto be
evaluated. Whiie responsible for all tasks,
some arc minimal 2nd routine aspects of
u 2 job, some arc reasonable and may
need objectives, and some have special
long-range requirements

The board and superintendent will
develop a list of general school district
functions and then subdmide 1nto spe
ci&c management tasks on which the
ERIC o1
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DFTERMINE TASKS NEEDING OBJECTIVES

Select items for objectives that are of criti
«al need. Some minimal and reasonable
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tasks may need improved performance
Others would only be expected through
meeting the job descniption, Lung rang.
tasks may require work in stages.

WRITE OBJECTIVES

REVIEW PROGRESS

The information must be combined intoa
concise and understandable statement that
telis:

What is to be done

Whoistodoit

By when

Howwill it be evaluated
This will include the performance ubjec
tives for tasks and also managerial skills
needing improvement The superintend-
ent can write the statements to be dis:
cussed, modified if necessary, and
approved by the board.

RANK IN PRIORITY ORDEFR

The objectives should be ranked in prior-
ity order or assigned a priority rank. State-
ment combines:

District function

Specific task

Key word

Effectiveness indicator

When completed

S G,

Regular review sessiuns for the superin
tendent to discuss progress toward ubjec
tives should he scheduled.

EVALUATE SUPERINTENDENT PERFOR-
MANCE IN REIATION TO OBIECTIVES

Atyear end, superintendent will submit a
brief writien report on objectives accomp
lished for discussion and analysis with the
board. A written summary of the board's
appraisal will be completed.

DFVELOP NEW OBIECTIVES

New objectives based on district and
managenal needs for the following year
will be developed by the board and super-
intendent and the cycle begins again.

Based on A Superintendent Appraisal Sys
tem, developed by the Hlinois Association
uf school Buards, Forms are avadable from
CSBA.
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MANAGERIJIAL ABILITY PROFILE EXAMPLE I

INSTRUCTICNS For each factor below, you are asked to rate the superintendent on sev-
eral elements and then to describe in your own words any other strung puints and weak-
nesses. Base your ratings on your own first hand knowledge. If you know only what you
have heard from others, checkthe *Don't know” column.

Individual ratings—mark with a v, Seldom  Occa- Don't
Group ratings—mark with an X, orNever sionally  Usually  Always  Know

A. Personal Characteristics
1. Objective in considering diver-
gent and new points of view.

2, Flexible in his approach to prob.
lems.

. Reliable—you can depend on
what he says.

4. Accepts responsibility; doesn't
pass the buck.

5. Adjusts easily to new situations,
problems and methods.

6. Keeps his head in an emergency.

7. When things go wrong he works
to fix them instead of making
€XCUSCS,

. Would give an honest report on
a problem even if it would hurt
him personally.

B. Effectivencss With Pcople
1. Represents his organization
cffectively with the public.

2. Isableto gain the confidence of
the Board.

3. His decisions on personnel
problems promote morale and
productivity.

4. Doesn't fike “yes men” as subor-
dinates.

5. Is able to deal eflectively even
with people who are opposed to
him,

6. Gets people who work for him
to want to do their best.




Individual ratings—mark witha v Seldom  Ocar Dont
Group:atings—-mark with an X, or Never  sonally  Usaally  Alwayy  Know

C. Decision-Making Ability
1. Anticipates how people wiil react
to his decisions and proposals.

2. Absorbs new data and concepts
quickly.

3. First gets the facts. then decides.

4. Changes his programs and
methods in order to keep up
with current reeds and devel
opments.

5. Spots the key parts of complex
problems—docesn’t get lost on
minor points.

6. Effective in thinking of new
approaches to problems.

D. General Executive Abilities
1. Delegates authority effectively.

. Effective in checking on results.

2
3. Sets priorities effectively.
4

. Corrects situations when they
need improvement—doesn’t
wait foran emergency.

5. Acareful planner.

6. Handles effectively the adminis-
trative details of day-by-day
operations,

7. Effective in presenting budget
requests.

8. Selects highly capable subordi-
nates.

9. Takes into account the public
relations implications of his
actions.

10. Works effectively even under
frustrating conditions.
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PERFORMANCE APPRAISAL PROCESS

Process based on Hlinois School
Roard’s Handbook.

ANNUAL CYCLE

©  EVALUATION
- RIC OF PERFORMANCE

l AruiiTex: provided by Eni
!

ANNUAL CYCLE

EVALUATION
OF TRAITS
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PERFORMANCE APPRAISAL EXAMPLE I
SAMPLE FORM TO EVALUATE SUPERINTENDENT'S PERFORMANCE

CIARIFY JOB CONTENY

Clearly define the dunies and responsibilities required, in wnitten furm preferubly. If not
in writing, make certain that oral understandings beté een employec and immediate
superior are clear to both parties.

Choose most appropriate means of clarifying job content, e.g..
Job Description

Job Expectancies

Characteristics of Successful Performance

ESTABLISH PERFORMANCE STANDARDS

After the scope of duties and responsibilities is defined and the cuntent uf the jub 1s Llar-
fied, formulate standards of performance in each area of job content, e.g..

Area Standard

Instructional Leadership Devote a2 major portion of time to direct
supervision of the instructional program,
making it the number one priority

Client and Staff Involvement Consistently obtain input from students,
parents, and staff members in school poli-
cies and procedures development

Personnel Managerment Persistently monitor, evaluate, and
improve effctiveness of personnel man-
agement policies and proce dures

SFT PERFORMANCF OBJFCTIVES

Wite performance ubjectives stated ia behavior terms, based upon job content areas,

e.g.:

Area Perfarmance Oh,ective

Instructional Leadership Given the constraints of time, make 2
supervisory contact with each teacher
through class visitations, conferences, or
other means at least twice each grading
period.

Client and Staff Inv olvement Within the limitations imposed by board
and administrative rules and regulations,
develop maodifications in existing school
marking procedures and shcw the extent
of involvement of pupils, parents, and stafl
members.

Personnel Management Monitor and assess the incidence and

causes of staff absenteeism by days of the
week for a representaiive span of time dur-
ing the first semester of the current school
year.

56
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IMPLEMENT ACTJON PROGRAM

The anainment of performance objectives is inherently related to un guing uperatonal
activities of the individual. An action program to attain ubjectives 15 not a separate <ntity.
Objectives arise out of some aspect of day to-day duties and responsibilities.

1. Design step-by-step procedures to
achieve objectives.

2. Monitoring and helping actions pro-
vided by supervising superiors are
focused upon overall performance and
specifically upon the performance
objectives themselves.

3. Periodic contacts and estimates of pro-
gress should be planned and carried
out by supervising superiors.

ASSESS PERFORMANCE RESULTS

Based upon data and information, collected by buth the evaluatee and evaluator,
assessments are made ! the extent uf attainment of the perfurmance objectives.

(a) Evaluatee Makes self-assessment
(b) Evaluator Makes superior’s assessment

The assessment process culminates in an evaluation conference between evaluatee and
evaluator.

Assessment may be made more valid by means of a review by evaluator's immediate
superior, e.g.:

Role Individual

Reviewer Assistant Superintendent
Evaluator Principal

Evaluatee Assistant Principal

PLAN FOLLOW-UP ACTION

Following the evaluation cunference, evaluatee and evaluator determie follow-up
action that appears to be called for. This may include:

Corrective action that appears needed

. Re-assessment of relevance of performance objectives
Determination of nicw cbjectives

Continuation of objectives not yet fully attained
Planning for ensuing year

MO W
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PLAN
FOLLOW-UP
ACTION

CLARIFY
JOB CONTENT

v

ESTABLISH
PERFORMANCE
STANDARDS

v

SET
PERFORMANCE
OBJECTIVES

IMPLEMENT
ACTION
PROGRAM
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