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DIFFERENTIATED TEACHER EVALUATION EQUALS ENHANCED 8 UDENT LEARNING

BACKGROUND

In August of 1991, the Colchester, VT Board of Education and the Colchester Education Association (CEA) jointly
initiated a Teacher Evaluation Study Committee. This group assumed responsibility for completing the following
tasks: 1) reviewing our district’s current evaluation process and instruments; 2) assessing the strengths and
weaknesses of our present process; 3) surveying employees in order to define their perceptions and needs; 4) studying
current research on teacher evaluation in order to integrate theory and practice; and 5) producing a revised teacher
evaluation model which will positively impact our district’s teaching and learning process. Members of this Study
Committee included: four teachers, two principals, one Board member, three community members, and a central
office administrator as facilitator.

COMMITTEE PROCESS

The first major task embraced by this Committee included developing a questionnaire designed to involve all staff in
assessing our present evaluation process. This questionnaire was subsequently distributed to all district teachers and
administrators. A response rate of 68% not only confirmed the importance of .his revision process to staff, but also
provided committee members with broad based input from both teachers and administrators. In addition to reviewing
these survey results, study group participants read and discussed current research in evaluation, and adopted the
following district philosophy statement regarding evaluation.

DISTRICT PHILOSOPHY OF STAFF EVALUATION

The Colchester School District believes that each of its employees is capable of continued growth and
development. Threugh its policies and administrative practices, the district is committed to providing
appropriate supports and challenges to facilitate such growth. Our evaluation process and forms
recognize the differentiated strengths and needs of staff members. Since the ultimate goal of this
process is enhanced student learning, Colchester’s evaluation system consistently:

¢ Values people over process or format

e Focuses on student outcomes and school improvement
¢ Includes personal/professional goals

¢ Ensures time for communication and consultation

¢ Provides employees with clearly defined expectations
® Recognizes improved performance

e Specifies areas of need or weakness

 Provides constructive feedback

Teacher evaluation committee members subsequently created two subcommittees in order to consolidate both time and
tasks. One subcommittee assumed responsibility for drafting a list of initial evaluation topics with some sample
descriptors of teacher behaviors for each topic. The second subcommittee collected data on evaluation systems which
matched our goals, and made site visits to discuss with other districts several different evaluation processes/formats.
Both subcommittees met in early spring to share their progress, and to recommend next steps ia our process. A first
step was grounding our proposed model of teacher evaluation in a sound theoretical framework.




THEORETICAL FRAMEWGRK

Colchester's revised teacher evaluation process is based upon several fundamental beliefs about teaching, learning,
and human growth/development. Three key concepts inherent in this belief system are expressed in the following
assumptions:
e All human beings are capable of change.
* e People continue to grow cognitively throughout life.
e Every hurnan being possesses a vast reservoir of untapped potential.

Throughout the decade of the 1980’s, many research studies and staff development efforts focused on the
identification of effective schools and on the specific behaviors demonstrated by effective teachers. Several of these
studies or programs dissected the teaching act into its component parts. Some also correlated these parts with levels
of student achievement. Althcugh helpful in some ways, this approach implies that teaching can be reduced to a
collection of scientific or quantifiable elements. Supervisors in schools which implement such programs are trained
to objectively observe, recr «d and positively reinforce the teacher’s use of defined behaviors. While some teachers
both improve and respond favorably to such instructional improvement efforts, several recent research studies cite
that many of our most experienced and competent teachers do not benefit from such behavioral training (Blumberg,
1974; Glickman, 1990; Costa, 1991).

While reviewing a variety of research articles on staff supervision, Colchester’s Teacher Evaluation Study Committee
concurrently surveyed its own staff. Our study revealed that the majority of teachers in Colchester have fifteen plus
years of experience and have completed a masters degree and/or a minimurm of 30+ credits beyond the BA/BS level.
Overall, our district employs mature, experienced staff members who are strongly committed to the concept of
continued professional growth and development. What kind of supervision/evaluation process, then, is appropriately
motivating, challenging, and capable of enhancing the growth of Colchester’s teachcrs? In attempting to respond to
this question, our Study Committee developed an evaluation process and forms based on the following four broad
areas of educational research.

TEACHING AS DECISION MAKING

Current research frequently describes the teaching act as a constant stream of decisions, either conscious or
unconscious. Teachers make as many as 1,300 decisions according to some estimates. Effective teachers, however,
do not mindlessly ask questions or reinforce desired student behaviors. Rather, they select responses from a
repertoire of teacher behaviors. These responses are based on information about the learners, an aualysis of the
teaching task, and an evaluation of the context. Superior teachers also understand how their decisions fit into a
broader picture, and they are highly accurate in predicting the impact of their decisions on students’ learning.
Bulieving the research on teacher decision making, one of Colchester’s goals in revising its evaluation process, was to
enhance the number and quality of decisions that teachers both make and assess concerning their own growth and
development. Our assumption was that the achievement of this goal will positively influence the decisions teachers
then make about appropriate curricuium, instruction, and delivery models for students.

ADULT COGNITIVE DEVELOPMENT

Like children, adults change in predictable ways according to age, individual characteristics, education, and
environmental demands. Teachers, therefore, are not all alike in their thinking, motivation, and capacity for
change. This key principle and the research base supporting it prompted us to define our revised evaluation process
as "differentiated" or responsive to the developmental needs and cognitive stages of all teachers. If

our goal is to improve classroom instruction by enabling teachers to become more reflective and flexible,
Colchester's supervision practices must mirror a strong commitment to adult developmental theory. Numerous
researchers report that teachers and administrators who function at higher stages of adult development demonstrate
greater adaptability, tolerance, empathy, and overall effectiveness.




SCHOOL/DISTRICT CLIMATE

Although many factors influence the quality of teache: supervision/evaluation, the norms, cnlture, and climate of the
environment significantly impact teacher behavior. Hidden but powerful cues signal the institutional value system
which governs the total organization. Similarly, classroom climate cues signal the implicit curriculum which dictates
both teaching and learning outcomes. Unfortunately, many researchers depict schools as "intellectually depressing”
places where teachers are often isolated in their own classroums with little time to collaboratively meet, plan, talk,
and/or observe one another. Colchester's revised teacher evaluation process attempts to provide staff with several
differentiated options. Our goal is to promote increased collegiality, peer consultation, and self reflection. If
successful in achieving this goal, Colchester’s school/district climate relative to staff growth and development will be

enhanced.

ACTION RESEARCH

Action research in education is study conducted by colleagues within a school or district to enhance the quality of
instruction. The value of action research is its focus on the improvement of practice as perceived by the educators
involved in the research. Researchers agree that effective supervision/evaluation processes both address and
positively impact a school or district’s curriculum development, staff development, and organizational development
programs. By encouraging teachers to engage in increasingly complex action research projects, Colchester’s revised
evaluation process will generate both individual and collective opportuni..s for growth.

SUMMARY

Supervision in successful schools is a developmental function that increases teacher choices, stimulates teacher
thinking, and encourages collective action. No scientific algorithm exists for determining a teacher’s level of
commitment, abstraction, or maturity. Researchers, however, document that these characteristics change over a
teacher’s career, and that these changes are not always linear. Like all adults, teachers experience regressions,
transitions, and recyclings in both their personal and professional lives. Yet, the optimal pattern of teacher carser
development reveals movement from egocentric to altruistic concerns and from concrete to abstract thinking.
Numerous studies of our most successful schools characterize the teachers and administrators in these schools as
adults who think in complex and differentiated ways and who view instructional improvement as a systemic effort. A
common vision, collective action, challeniging ideas, professional conversations, mutual trust, and visible effort are
the critical components in highly successful schools. These components, however, are not inherent in schools. In
fact, the norms of the work environment in most schools and teachers’ established career patterns often work against
the development of these components. Through our revised teacher evaluation process, Colchester staff members are
not only altering their work environment in ways that stimulate adult growth, but also demonstrating how effective
teacher evaluation promotes student learning.

PILOT PROJECT

In May of 1992, the Teacher Evaluation Study Committee voted to implement a pilot project designed to field test
our revised evaluation process and forms. Group members agreed to limit this pilot project to approximately forty
teachers representing all schools, levels, and several different disciplines. Members also expressed the need to
involve all administrators in this pilot project. Throughout the summer of 1992, a subcommittee of Evaluation Study
Committee members worked to r=fine the group's initial product drafts, and to organize an implementation timeline
for our pilot project. During school year 1992-1993, thirty-four teachers and nine administrators actively participated
in Colchester’s pilot project of a differentiated teacher evaluation model. The individual and collective willingness of
these staff members to invest time, take soine risks, and reflect on current practices enabled Teacher Evaluation
Committee members to accomplish their charge. In May 1993, representatives from this committee presented a
summary of pilot project results to both the Colchester Education Association (CEA) Executive Board and members
of our district School Board. Each of these groups subsequently voted to adopt our proposed differentiated teacher
evaluation process for all teachers beginning with the 1993-1994 school year.
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. IMPLEMENTATION PROCESS

The major task embraced by committee members and administrators during our implementation process was glebal
staff training on the content, format, and philosophy of our new differentiated teacher evaluation model. School
based meetings were organized to introduce all teachers to our model’s five differentiated components. A brief
introduction to these components follows; more comprehensive descriptions are included in Appendix A.

e FOCUSED ASSISTANCE: ADAPTING TO NEW CONTEXTS. Wik a teacher is new to the
district or when s/he has been assigned a new role, the building administrator assumes responsibility
for closely supervising this teacher in a focused manner.

e FOCUSED ASSISTANCE: IMPROVING CURRENT PRACTICE. Each year building
administrators are responsible for identifying any teacher whose performance is defined as marginal
or needing improvement. Such teachers will be assigned to this component, and their performance
will be closely monitored by a building level administrator.

e ADMINISTRATOR CONSULTATION. A teacher may elect to collaborate closely with an
administrator in his/her building or in the district. In this component, the teacher and administrator
define goals and collaboratively write an action plan for the year.

¢ COLLEAGUE CONSULTATION. Two teachers may choose to share responsibility for achieving
self selected, defined goals. Such teachers initially need to engage in a goal setting conference with
their building administrator who must support the teachers’ collegial evaluation plan.

» SELF DIRECTED. Teachers choosing this component desire to enhance their personal and
professional development by designing self reflective and highly individualized projects. The self
directed component choice must be mutually supported by the teacher and his/her administrator.

Colchester’s differentiated teacher evaluation model addresses four major topic areas: Classroom Teaching;
Administrative and Professional Responsibilities; Professional Development; and Goal Achievement. Within each of
these areas, specific differentiated descriptors define performance standards. The following list outlines these topic
areas and performance descriptor titles. A few sample pages of these descriptors are included in Appendix B.

DIFFERENTIATED TEACHER EVALUATION TOPIC AREAS AND PERFORMANCE DESCRIPTORS

CLASSROOM TEACHIN(
¢ PLANNING
¢ INDIVIDUAL DIFFERENCES
* KNOWLEDGE OF SUBJECT
¢ LESSON INTRODUCTION, DEVELOPMENT AND SUMMARY
* AFFECTIVE TEACHING BEHAVIORS
¢ STUDENT PARTICIPATION/QUESTIONING TECHNIQUES
* ANALYZING AND EVALUATING INSTRUCTION

ADMINISTRATIVE AND PROFESSIONAL RESPONSTBILITIES
¢ ROUTINE RESPONEIBILITIES
¢ PROFESSIONAL AND LEGAL RESPONSIBILITIES
¢ MANAGEMENT OF CLASSROOM ENVIRONMENT
¢ DISCIPLINE
* COMMUNICATION

PROFESSIONAL DEVELOPMENT
¢ COLLEAGUESHIP AND PROFESSIONAL GROWTH
* INNOVATION

GOAL ACHIEVEMENT
¢ DISTRICT GOALS AND RELATED INDIVIDUAL GOALS
¢ SCHOOL GOALS AND RELATED INDIVIDUAL GOALS

~}




Because the implementation of this differentiated teacher evaluation model remains a "work in progress,” we do not
yet have hard data to support its impact. However, teachers who participated in our pilot project as well as many
using the model for the first time this year have shared anecdotal data supporting significant professional growth.
Additionally, administrators are continuing to document ways in which increased collegial relationships and more
professionally stimulating work environments are promoting enhanced student learning.
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APPENDIX A

DIFFERENTIATED EVALUATION COMPONENTS

FOCUSED ASSISTANCE: ADAPTING TO NEW CONTEXTS

¢ FOCUSED ASSISTANCE: IMPROVING CURRENT PRACTICE
e ADMINISTRATOR CONSULTATION

e COLLEAGUE CONSULTATION

® SELF DIRECTED FOCUS
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FOCUSED ASSISTANCE: ADAPTING TO NEW CONTEXTS

Overview

The FOCUSED ASSISTANCE: ADAPTING TO NEW CONTEXTS (FA/ANC) component of our
differentiated evaluation model is intended to address the needs of two groups of staff members: 1) those
new to the Colchester School District; and 2) those engaged in new or significantly different
roles/assignments. Participants involved in the FA/ANC component will be formally observed a minimum
of four times and will engage in pre and post conferences with his/her administrator on each of these
observations. In addition, each of these conferences will reference other classroom visitations and related
data collection activities. The initial FA/ANC conference will focus on mutual goal setting and result in
the development of a formal action plan for the school year.

Portfolios of al! FA/ANC participants must include the following data: 1) Differentiated Evaluation Forms,
as appropriate; 2) classroom observation summaries/notes; 3) anecdotal records concerning one or more
elements on specific forms and descriptors; 4) copy of teacher’s action plan with individual goals; and 5) a
summative evaluation repor:. These portfolios may also include sample lesson plans, student work, and
staff development activities. Exit from the FA/ANC evaluation component is dependent on successful
completion of action plan goals and demonstrated effectiveness in adapting to new context as defined by the
teacher’s assigned administrator. The personnel files of teachers in this component will include: 1) an
action plan with goals; 2) copies of formal observations; 3) appropriate differentiated evaluation forms; and
4) a summative evaluation report completed by the administrator who has worked with the teacher.

ROLES AND RESPONSIBILITIES IN FA

Administrators:

Identify those teachers who need to be in FA/ANC.

Meet with individual FA/ANC teachers to clarify the reasons for their status.

Mutually develop an action pla» and define individual goals with the teachers.

Discuss performance indicators, criteria, timeline, and data collection.

Plan formal observations and pre/post conference times.

Complete/share observation summaries.

By March 1, discuss with Central Office any teacher whose performance needs significant
improvement or is unsatisfactory.

e Recommend placement in one of our Differentiated Model’s components for the following year.

Teachers:

Maintain a supervision/evaluation portfolio.

Meet with administrator to clarify reasons for FA/ANC status.

Develop an individual action plan and goals with your administrator.

Schedule initial conference to define performance criteria and data collection expectations.
Review differentiated Evaluation Forms; work with administrator to define focus area/descriptors.
Plan formal pre and post conference times with administrator.

Discuss summative evaluation report data collected, and status for following year.

19
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FOCUSED ASSISTANCE: IMPROVING CURRENT PRACTICE

Overview

The FOCUSED ASSISTANCE: IMPROVING CURRENT PRACTICE (FA/ICP) component of our
differentiated evaluation model is intended to address the needs of experienced staff members with
documented instructional deficiencics. Participants involved in the FA/ICP component will be formally
observed a minimum of six times and will engage in pre and post confeiznces with his/her administrator on
each of these observations. Administrators will also document multiple :lassroom visitations and related
data collection activities. The initial FA/ICP conference will focus on goal setting and result in the
development of a formal improvement plan and timeline for the school yuar.

Portfolios of all FA/ICP participants must include the following data: 1) an improvement plan with specific
goals and activities; 2) classroom observation summaries/notes; 3) anecdotal records and sample
student/teacher products; 4) selected differentiated evaluation forms with descriptors defined; and 5) a
detailed summative evaluation report including recommendations of administrator. These portfolios may
also include sample lesson plans, student work, and staff development activities. Exit from the FA/ICP
evaluation component is dependent on the correction of any deficiencies in current practice defined by the
teacher’s assigned administrator. The personnel files of teachers in this component will include: 1) an
improvement plan with specific goals; 2) an interim evaluation report; 3) selected differentiated evaluation
forms; 4) a comprehensive summative evaluation; and 5) recoonmendations regarding the teacher’s future
employment in the district.

ROLES AND RESPONSIBILITIES IN FA

Administrators:

Identify those teachers who need to be in FA/ICP.

Meet with individual FA/ICP teachers to clarify the reasons for their status.

Develop an action plan and define specific goals for these teachers.

Discuss performance indicators, criteria, timeline, and data collection.

Plan formal observations and pre/post conference times.

Complete/share observation summaries interim and summative evaluation reports.

By March 1, discuss with Central Office any teacher whose performance is unsatisfactory.
Recommend non-renewal or placement in one of our Differentiated Model’s components for the
following year.

Teachers:

Maintain a supervision/evaluation portfolio.

Meet with administrator to clarify reasons for FA/ICP status.

Discuss and improvement action plan components and goals with your administrator.

Schedule initial conference to define the administrator’s criteria for improvement and clarify
expectations.

Differentiated Evaluation Forms; work with administrator to define descriptors and focus areas.
* Schedule formal pre and post conference times with administrator.

* Discuss interim and summative evaluation reports’ data collected, and status regarding your
improvement of current practice or non-renewal for the following year.
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ADMINISTRATOR CONSUL.TATION

Overview

In the ADMINISTRATOR CONSULTATION: (AC) component of our differentiated evaluation model, a
teacher elects to work with an administrator to achieve defined goals. Participants will focus their
supervisory interactions on selected topics/descriptors from our Differentiated Model Forms and on specific
goals. Goals may be individual, school or discipline related, and/or focused on districtwide initiatives.

Each teacher in the AC component will maintain & portfolio including the following data: 1) an action plan
with annual goals stated; 2) selected Differentiated Model forms; 3) administrator observation summaries;
4) pre and post conference notes; and 5) sample student work products, related staff development activities,
and/or videotape excerpts. By May 1, the teacher and administrator will engage in a summative conference
and write a narrative of this conference. At this time, portfolio contents will be reviewed, and the
teacher’s participation in one of our model’s four components will be collaborativeiy defined. The
personnel files of teachers in this component will include: 1) an action plan with annual goals; 2) selected
differentiated evaluation forms; and 3) a summative evaluation summary.

ROLES AND RESPONSIBILITIES IN AC

Administrators:

e Schedule initial goal setting and annual planning conference.

¢ Discuss Differentiated Model topics and descriptors; identify focus areas.

Mutually develop a supervisory timeline including observations, conferences, and data collection
activities.

Review teacher’s self-evaluation.

Schedule a summative evaluation conference by May 1 to review/assess portfolio contents.
Write narrative of summative conference including recommendations for the following year.
Collaborate with the teacher in defining his/her component participation for the next school year.

Teachers:

Maintain an individual supervision/evaluation portfolio.

Participate in annual planning and goal setting conference with administrator.

Discuss Differentiated Model topics and descriptors; define focus areas.

Mutually develop a supervisory timeline including observations, conferences, and a variety of data

collection activities.

Complete a self-evaluation.

e Participate in a summative evaluation conference by May 1 to review/assess portfolio contents and
annual growth plan, and to discuss self-evaluation.

¢ Based on discussion of the summative confcrence summary, define component participation for the

following year.

p—b
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COLLEAGUE CONSULTATION

Overview

In the COLLEAGUE CONSULTATION (CC) component of our differentiated evaluation model, two
teachers mutuaily agree to share responsibility for achieving defined goals. Participants will focus their
peer coaching interactions on identified goals as well as selected topics/descriptors from our Differentiated
Model forms. Teachers may focus their goals on individual growth, school related issues, and/or
districtwide initiatives.

Each teacher engaged in the CC component will maintain a portfolio including the following data:
1) annual action plan including goals and selected Differentiated Model forms; 2) peer observation
summaries; 3) pre and post conference notes; 4) staff development activities related to peer coaching and
growth plan; and 5) sample student work products, lesson plan outlines, and/or videotape excerpts. By
May 1, teachers in the peer consultation component will engage in a summative conference. At this time,
~ portfolio contents will be reviewed. In addition, the peers, in consultation with their administrator, will
identify which one of our model’s four components is most appropriate for the teacher during the next
school year.

As teachers engaged in the colleague consultation component develop their timelines for the year, they are
also responsible for sharing the results of both the interim and summative conferences with their
administrator(s). Personnel files of teachers engaged in this component will include: 1) annual goals/action
plan; 2) selected differentiated evaluation forms; and 3) a collaborative final conference summary.

ROLES AND RESPONSIBILITIES IN CC

Peer Coaches:

Schedule annual goal setting and planning conference.

Discuss Differentiated Model topics and descriptors; identify focus area:, with peer.

Mutually develop a timeline which includes pre and post conferences, peer observations, and data collection activities.
Schedule a summative conference by May 1 to review portfolio contents and to share perceptions regarding your colleague
consultation process.

Collaboratively write conference summary including peer recommendations for next year.

® Schedule an interim and final meeting with the building administrator to share your process and future goals.

Teachers:
® Maintain an individual portfolio.
® Participate in an annual planning and goal setting conference with a colleague.
® Discuss Differentiated Model topics and descriptors; define focus areas.
® Mutually develop a timeline which includes pre and post conferences, peer obse-vations, and data collection activities.
)

Participate in a summative conference by May | to review portfolio contents and to share perceptions regarding your
colleague consultation process.

Collaboratively write a conference report with your colleague; include directions for continued growth and development.
® Participate in an interim and final meeting with both your peer coach and administrator in order to share your colleague
consultation process and data.

Adiministrators:

® Review and approve annual action plan and goals.
® Participate in interim and final evaluation conferences.
® Mutually define with colleagues the most appropriate component for the teacher to pursue next year.
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SELF DIRECTED F

Overview

The SELF DIRECTED (SD) component of our differentiated evaluation model is intended to address the
needs of teachers who wish to enhance their personal and professional development by engaging in several
highly reflective individual activities. The decision of a teacher to participate in the self directed
component of our model must be mutually supported by his/her administrator. Each initial SD conference
will focus on a written action plan proposal submitted by the teacher to his/her principal. Teachers will
describe their goals, project activities, rationale, and any required resources. Administrators will clarify
the project focus, ask probing questions, and discuss ways to assess resuits.

Sample activities which may be pursued by teachers engaged in the SD component include:
® Researching and sharing new teaching strategies on a specific topic.
Organizing and implementing workshops related to a school or district goal.
Developing pre and post testing programs to evaluate student learning.
Conducting a curriculum audit in one subject area.
Facilitating the implementation of an action research proposal.
Writing a handbook for students, parents, and/or other staff on a particular topic.
® Initiating and facilitating a study team on alternative assessment strategies in your school.

Each teacher in the SD component will maintain a portfolio including the following data: 1) annual goals;
2) copy of the teacher’s individual action plan and accompanying timeline; 3) a reflective journal; 4) staff
development activities related to the action plan; and 5) samples of student and/or teacher work products
and assessment data. During the year, the teacher and his/her administrator will participate in an interim
and a summative conference. These conferences will enable both staff members to review portfolio
contents, assess results, and define project impact. By May 1, the teacher and administrator will mutually
determine which of our four evaluation components the teacher will pursue the following year.

The personnel files of teachers in the self directed component will include: 1) a detailed action plan
proposal; 2) a comprehensive self assessment; and 3) a summary of the May conference held with the
collaborating administrator.

ROLES AND RESPONSIBILITIES IN SD

Teachers:

Develop an action plan proposal with a self directed focus; submit to your principal.

Maintain an individual portfolio as described in overview above.

Schedule a meeting with your administrator to discuss action plan and proposed timeline.

Refine, expand, and/or limit your action plan based on reflection and/or feedback received.

Develop specific strategies to collect data on your project, analyze collated data, synthesize results, and assess impact.

Meet with your principal to discuss action plan progress, and by May 1, to review portfolio contents.

Write a self assessment summary describing your action plan's content, process, and results; include comments regarding your
participation in this self directed evaluation component.

® Discuss with your administrator the feasibility of sharing your self directed activities with other staff members and/or
audiences.
Administrators:

® Meet with teacher in SD component to review and discuss action plan proposal.

® (Collaborate with the teacher to refine, expand, and/or limit action plap, timeline, and data collection activities.

®  Facilitate the teacher’s implementation of his/her action plan by providing available resources.

® Mecet with the tcacher at mid year to review progress and by May 1 to review portfolio coatents as well as teacher’s self
assessment.

Collaborate with the teacher to extend his/her research project and to share results with other audiences.

Mutually detine the most appropriate comnonent for the teacher to pursue next year.
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