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1. Introduction

The school district superintendent, as the chief executive officer of the board of education, plays a
crucial role in the education of America’s school children. Concern about standards of educational
performance has led practitioners and researchers to seek ways to improve the performance not only
of students, bur also of educational personnel, including teachers, principals. and superintendents.
While the evaluation of teachers has a substantial body of associated research literature to guide and
inform practice, there is a lack of literature about administrator evaluation. The purpose of the book
summarized herein is to provide a detailed synthesis of current thinking, research, and practice in
superintendent performance evaluation as a basis for promoting improved practice and further
research in this important area of educational evaluation. In addition, we oudine a new evaluation
model designed to overcome the weaknesses of existing models while building on their strengths.
This executive summary is intended for the use of district boards and superintendents as they
examine and strengthen their district’s superintendent performance evaluation system.

Evaluation may be carried out at several points in the career of a school district superintendent to
establish whether or not an applicant has the aptitude to succeed in a superintendent preparation
program; once graduated from such a program, to determine if the candidate has developed sufficient
competence to be certified or licensed for service as a superintendent; thereafter, to establish whether
or not a certified superintendent has the special qualifications to succeed in a particular position; once
employed, to gauge how well the superintendent is fulfilling job performance requirements; and to
identify highly meritorious service that deserves special recognition.

Local citizens make up the school board, which typically has 5-7 members but can vary from 4-10
or more members. Board members are usually elected, although in some areas they are appointed,
usually by the mayor or city council. This body may also be known by other names, such as the
school committee, the school trustees, and the board of school inspectors. The precise role of the
board is debatable, but generally it is responsible for establishing policy, based on state law;
monitoring progress; and evaluating the results of a wide range of administrative duties.

This book focuses on the evaluation of the on-the-job performance of school district superintendents
as they implement school board policy. The decision to focus on performance evaluation is due to

the relative importance of this kind of evaluation in the move to raise educational standards and
improve educational accountability.

2. Methodology

The process of identifying and analyzing systems of superintendent evaluation involved the following
stages: a broad search for evaluation models; the filing and organization of all materials pertaining
to these models; conceptual analysis of the evaluation systems represented in these materials to arrive
at a useful characterization of them; synthesis to show the major superintendent evaluation models
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available to school districts; and finally, a systematic evaluation of these major models, identifying
strengths and weaknesses in terms of the 21 Personnel Evaluation Standards, published by the Joint
Committee on Standards for Educational Evaluation (1988).

As with all other CREATE projects, the products of this rescarch are subject to the CREATE
Product Review and Approval Process, which involves both internal and external reviewers. The
external reviewers are educational experts and potential users whose role is to ensure the integrity and
validity of the product. The internal review board comprises various CREATE directors who are
responsible for the final approval of products for dissemination. The board is assisted by the Internal
Evaluator who coordinates the process and ensures that the project’s directors and staff take into
account the recommendations of both the external and internal reviewers. The product review and
approval process draws on The Personnel Evaluation Standards developed by the Joint Committee.
All 21 standards of Propricty, Utility, Feasibility, and Accuracy are reflected in the instrument for
soliciting comments from reviewers.

3. Conceptual Framework

Boards are now more than ever before in a position to examine and improve superintendent
performance evaluation, for the following reasons:

1. There is widespread dissatisfaction, especially on the part of the public and their
representatives on school boards but among school professionals as well, concerning
evaluations of school professionals, schools, and programs. Thus, the time is right for
boards to improve their evaluation procedures, obtaining assistance from researchers
as needed, and thus increase their own and the public’s confidence in their evaluation
systems.

2. There is growing agreement that educational evaluations must be grounded in
assessments of student progress, and researchers have been working to develop
defensible methods for doing so.

3. The American Association of School Administrators (AASA) has reached agreement
on a published set of competencies for the superintendency (1993). The AASA
Professional Standards for the Superintendency define the knowledge and skill that
should form the basis of superintendent preparation, certification, and
professional development. These competencies may be useful in providing for and

assessing the ongoing professional development of the superintendent as a part of the
performance evaluation process.

4, Research discussed by Carter, Glass, and Hord (1993) indicates the importance of
personality and political factors in board decisions to hire and fire superintendents.
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The failure to give primacy to professional factors in such decisions may be harmful
to the school district and its students. Boards need to establish criteria for evaluating

superintendents that are based on the professional competencies and duties of the
position.

5. Scriven has made a strong case in the literature (1993) for grounding evaluations in
the generic duties of particular professional groups, where duties are defined as
"obligatory tasks, conduct, service, or functions enjoined by order, ethical code, or
usage according to rank, occupation, or profession.”

6. Webster (1993) pointed out that there must be significant and ongoing
communication and involvement by consumers as well as school professionals in
defining evaluative criteria, for example, by establishing a standing accountability
commission. Certain Joint Committee standards address this issue.

This book draws on the latest research and current practice to develop a draft model for guiding the
evaluation of educational administrators. The model is designed to meet the Joint Committee

standards, to integrate the strong features of other evaluation approaches, and to address the special
needs of administrator evaluation.

The Personnel Evaluation Standards

The Personnel Evaluation Standards were developed by the Joint Committee on Standards for
Educational Evaluation, which included representatives from 14 major professional otganizations
concerned with education. The committee studied evaluation practices and obrained input from

educators to develop the standards, which were reviewed by experts and field tested before being
published in 1988.

The Standards are intended to assist educators in developing, assessing, adapting, and improving
systems for evaluating educational personnel. They are grouped into four main categories:

Peopriety Standards require that evaluations be conducted legally, ethically, and with due
consideration for the welfare of the evaluatees and of the clients of the evaluation. The five
Propriety standards are Service Orientation, Formal Evaluation Guidelines, Conflict of
Interest, Access to Personnel Evaluation Reports, and Interactions with Evaluatees.

Utility Standards are intended to guide evaluations so that they are informative, timely, and
influential. There are five Utility standards: Constructive Orientation, Defined Uses,
Evaluator Credibility, Functional Reporting, and Follow-up and Impact.
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Feasibility Standards call for evaluation systems that are as easy to implement as possible,
efficient in their use of time and resources, adequately funded, and viable from a number of

other standpoints. The three Feasibility standards are Practical Procedures, Political Viability,
and Fiscal Viabilicy.

Accuracy Standards require that the obtained information be technically accurate and that
conclusions be linked logically to the data. The eight Accuracy standards are Defined Role,
Work Environment, Documentation of Procedures, Valid Measurement, Reliable
Measurement, Systematic Data Control, Bias Control, and Monitoring Evaluation Systems.

The Evaluation Process

The evaluation process involves four main task areas. These are delineating the information to be
obtained and processed; obtaining the information; providing the information to the appropriate
audiences; and applying the information to personnel decisions and improvement efforts. The broad

task areas, in turn, can be operationalized in terms of specific tasks, which provide the basic
procedures for conducting the evaluation.

Categories of Evaluation Information

The information required in the evaluation process may be categorized as context, input, process, and
product information. These are the categories of the CIPP Model introduced by Stufficbeam in
1966 (Stufflebeam, 1966; 1967; 1983; Stufflebeam et al., 1971). Evaluations of district contexts,

inputs, processes, and products should be an essential part of and feed into the evaluation of
educational personnel.

Context evaluation concerns the context or settin~ within which the evaluatee works. It
assesses needs, opportunities, problems, and goals. Needs are the elements necessary or useful
for fulfilling some defensible purpose, such as the education of students. There are two kinds
of needs: consequential needs concern the levels of attainment on indicators related to the
purpese of the organization, such as student achievement scores; and instrumental needs relate
to the elements of the delivery system required to fulfill the consequential needs, such as a
sound curriculum and competent superintendents. Opportunities are unused ideas and
resources that are potentially available to the organization. Problems are the barriers to
meeting student or system needs or to using potentially availabi: ideas and untapped
resources, such as inadequate funds to hire well-qualified teachers. Goals are the intended
outcomes that the organization works to achieve, such as an increase in student graduate rates
or a broadening of curriculum offerings. Context evaluations of needs, opportunities,
problems, and goals help the boatd and superintendent to set priorities and targets for the
supetintendent’s leadership during a given time period.

-f
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Input evaluation assesses the relative strengths, weaknesses, and costs of alternative courses
of action for meeting identified needs and fulfilling professional duties. The aim of input
evaluation is to find more effective strategies for carrying out district functions and to ensure
that the district’s resources are being used to best advantage. Input evaluations assess district

plans as well as individual professional work plans. They assess both written plans and the
planning process.

Process evaluation documents and assesses the implementation of district plans and
operations. Process evaluation is conducted both to help guide an effort (formative
evaluation) and to document and assess the quality of implementation (summative
evaluation). Formative process evaluation is intended to check on the implementation of
plans and to influence needed corrections either in the plans or in their execution.
Summative process evaluation sums up and assesses the appropriateness and quality of
activities carried out in the attempt to implement plans and to fulfill 2ssigned duties.

Product evaluation focuses on accomplishments, in particuiar the fulfillment of student
needs in such areas as academic achievement, health, racial integration, and graduation. In
addition, product evaluation looks for improvements in the delivery system, for example, in
teaching, curriculum, facilities, and district policy. Product evaluation is broad in scope and
secks both unanticipated and anticipated and negative as well as positive effects.

This section has presented the essential elements of a sound evaluation system, namely, the rationale
for a consensus approach, standards of sound evaluation, the tasks in the evaluation process, and the
generic categories of information involved in evaluations.

4. The Superintendency
This section provides a framework for superintendents and boards to develop and articulate a
common view of the supe:intendency within the contemporary American school system, taking into

account its distinctive requirements in different settings.

Entry Requirements: Evaluation by Credential

Entry into the field of educational administration has been through a credentialing process based on
state requirements that vary across the country. Typically, certification requires teaching experience
and at least a masters degree; however, states are increasingly asking candidates to fulfill additional
requirements. Because progress in evaluation efforts has beer. slow, the main mechanism for
evaluating superintendents has been through the credentialing process.

In 1993, the AASA published Professional Standards for the Superintendency, which specify the skills
and knowledge that those consulted agree should be the basis of superintendent preparation,
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certification, and professional development programs. It is likely that these standards will be

adopted by an increasing number of organizations involved in the training and certification of school
district superintendents.

Other work aimed at delineating the requirements of the superintendency is reported by Carter,
Glass, and Hord (1993). These authors refer to work at the University of Texas, which seeks to
identify the performance domains, tasks, and competencies of the superintendency.

Carter, Glass, and Hord also find that the competency needs of the superintendent vary according
to the size, locality, and type of school district.

Duties of the Superintendent

A typical description of the duties of the superintendent might be as follows. The superintendent
is the chief executive officer of the school system appointed by and directly responsible to the board
of education for the discharge of her/his responsibilities. The superintendent acts in accordance with
the policies, rules, and regulations established by the board and the laws and regulations of the state

and federal government. The administration of the entire school system is delegated to the
superintendent.

The job description of the superintendent can be a complex and demanding set of duties that runs
into several pages and typically includes such items as leading the system; translating board policy
into action plans and administrative regulations; recruiting and assigning personnel according to
board policy; preparing an annual budget; supervising all school personnel; setting and supervising
all instructions; and developing appropriate curricula for students.

Considering the changes that have transpired during the past three or four decades in American
society and in American schools, a modified role for the modern superintendent might be that of
consensus builder, planner, communicator, and visionary for the school system as well as that of
competent manager. Contemporary authors and researchers emphasize that as well as being good

managers, superintendents must possess the visionary and messianic skills to provide transformational
leadership to school organizations.

The board, on the other hand, is recognized as the policy-developing body and the governance force
for the school district. The board alone has responsibility for setting policy; for interpreting the

needs of students, staff, and patrons of the district; and for establishing the governance mechanisms
to be implemented within the school system.

Most states have definitions of the generic duties of the superintendent, which many boards of
education adapt to take into account the specifics of the superintendent’s job in the school district.
More recently, seven functions of the office of superintendent have been identified. The
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superintendent is charged with ensuring that these functions are provided for within the school
organization: planning, delivery, education, business management, communications, instructional
support, and noninstructional support.

Superintendent Contract and Tenure

Most superintendents are not in tenure-accruing positions. They serve at the pleasure of the school
board and are usually employed under terms of 2 negotiated contract. Some states set limits for the
length of the superintendent’s contract ranging from a single year to a term of five years. Many
states provide the opportunity for a "roll over” or renewal of the contract whereby the
superintendent’s contract is extended at the time of the annual evaluation.

Many states require, and most individual superintendent contracts provide, that the annual
summative performance evaluation be completed by the end of February in order to accommodate
existing stae professional employment laws. These laws usually state that if notice is not given by
the end of February regarding continued employment on a contract that expires at the end of the
current year, the superintendent’s contract is automatically extended for another year. This permits
three options: termination for cause, an assigned professional improvement plan with corrective

actions to be met by a certain time, and a contract extension or continuation of employment as
superintendent.

5. Literature Review Findings

In this section, the current status of performance evaluation as reflected in the rescarch literature is
described in relation to a number of key research questions. The most important issues and problems
that need to be addressed in order to improve superintendent evaluations are identified.

The findings are drawn largely from five surveys of superintendents; two are nationwide surveys, and
three were conducted at the state level. There is considerable agreement in the findings of these
surveys; however, there are discrepancies that may be attributable to differences in the composition
of the samples surveyed and to differences in focus among the studies.

What is the extent and frequency of superintendent evaluation?

The vast majority of superintendents (nearly 80 percent) are evaluated annually, a small number

(around 7 percent) are evaluated semiannuzlly, and in a few districts (several hundred) the
superintendent is never evaluated.

0
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What are the purposes of superintendent evaluation?
A broad range of purposes are identified in the literature:

To improve educational performance

To improve superintendent/board commuxzication

To dlarify the roles of the superintendent and the board

To improve board/superintendent relations

To inform the superintendent of the board’s expectations

To improve planning

To aid in the professional development of the superintendent
As a basis for personnel decisions

As an accountability mechanism

To fulfill legal requirements

One study found that boards and superintendents may differ substantially in their perceptions of the
use of evaluation to improve the instructional leadership role of the superintendent. This is an
important aspect of the board/superintendent relationship that deserves further study. Furthermore,

this finding serves to emphasize the need to dlarify and specify, preferably in writing, the purpose of
superintendent evaluation.

What criteria are used to evaluate superintendents?

The three main types of evaluation criteria are traits, processes, and outcomes. Traits are the
characeristics possessed by an individual that tell us something about what the person is capable of
or likely to do. Traits include personality variables, attitudes, particular knowledge, job-related skills,
professional training, and prior experiences. This type of criterion has proved to be ineffectual in
discriminating between effective and ineffective administrators.

Processes are activities, such as planning, organizing, coordinating, staffing, and budgeting. Such
processes have not endured as standard definitions of what administrators do, because researchers have
not been able to define exactly what these processes consist of nor how best to measure them.

Outcomes are the result of administrative processes or behaviors. Examples of outcome evaluation
criteria are student test scores; specific budgetary targets; and curriculum goals, such as the
establishment of a new curriculum for mathematics at grade levels K-3.

In the light of public demand for student outcome measures to be included in the evaluation of
educational professionals, researchers are working to develop techniques for validly including such
data. This criterion is important to some degree in more than half of superintendent evaluacions.
However, superintendents affect such measures indirectly through a complex and diffuse network of

11
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relationships, and the superintendent is only one of many diverse contributors to student
achievement.

There is a high degree of agreement on the most important critesia by which superintendents are

evaluated: board/superiniendent relationships, general effectiveness, and budget.development and
implementation.

Studies of the reasons why boards hire and fire superintendents shed light on the evaluation criteria
boards use in practice. Such studies indicate the importance of personal and political rather than
professional factors. Factors irfluencing board decisions include the right "chemistry” between the
superintendent and the board, the support of the old boys network, and problems arising out of
errors of political judgment: "It’s not usually that you really made some big, bad mistake; you just
made some dumb political mistake.”" To best meet student educational needs, boards should focus
on the professional skills and performance of the superintendent.

What methods are used to evaluate superintendents?

The most commonly used methods of evaluation are printed forms—in particular, rating scales and
checklists--and discussion among board members without the superintendent present. Written

comments or essays and observations are also used frequently, although there is less agreement in the
literature on how widespread these particular methods are.

For nearly holf of superintendents, their evaluation is discussed with them at a meeting of the board
and superintendent.

Concern is expressed abeut the lack of objectivity in some methods used to evaluate superintendents.
There is a need for technically sound, widely available evaluation instruments that may be adapted
to the particular circumstances of the district.

Who conducts superintendent evaluations and how well qualified are they to do so?

The overwhelming majority of superintendents (more than 90 percent) are evaluated by the members
of the board, often with input from the superintendent.

Evidence suggests that school board members may not be adequately prepared for evaluating
superintendents. Although state board association policy documents generally offer guidelines for
setting up and implementing evaluation systems, rarely do such publications refer to the prerequisite
skills or training needed by the evaluators. Training is an issue that is crucial to the development
of improved evaluation systems and therefore deserves further research.

12
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What other stakeholder groups provide input into the evaluation process?

Input from other stakeholders groups, such as peers, subordinates, constituents, teachers, and
students, is solicited in no more than 10 percent of school districts. This may reflect a lack of
interest in surveying stakeholder groups or, more likely, may be related to issues of feasibility and

know-how. There is a need for practical guidelines on methods for cbtaining and using input from
such groups in the evaluation process.

6. Description and Assessment of Superintendent
Evaluation Models

Twelvs distinct inodels have been identified. They are categorized according to how evaluation
judgments are made: namely, whether evaluation conclusions are based most strongly on global

judgment, judgment driven by specified criteria, or judgment driven by data.

Figure 1 presents a chart that summarizes and evaluates the 12 models. It draws from an exhaustive,
in-depth analysis presented in a separate technical supplement. The summary description of each
model is structured under a series of headings:

Distinctive Features: the various aspects of the model that best characterize and distinguish
it as it is currently used in U.S. school districts.

Common Variations: aspects of the model that often vary from one district to another.

Purposes/Uses: the main ways in which the model is typically utilized--formative,
summative, or both.

Cut Scores/Standards: the formally specified level of expected achievement for performance
of the job function.

Data Collection: the techniques, instruments, and systems used to gather information about
the superintendent’s performance.

Reporting: the method of, and audiences for, formally communicating evaluation results.
General Timetable: how often the evaluation is conducted.

Evaluator/Participants: the individuals and stakeholders who have input in the evaluation
process.

13
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The summary evaluation of each model lists its main strengths and weaknesses, which were
determined by comparing the model to the requirements of the 21 Joint Committee (1988) Personnel
Evaluation Standards. The exhaustive, in-depth analysis of each model is presented in a separate

technical supplement entitled Technical Supplement to Superintendent Performance Evaluation: Current
Practice and Directions for Improvement.

The chart is on two sides. The front side presents the brief descriptions of the models, and the
reverse side lists the models’ main strengths and weaknesses.

The general message communicated by the chart is that each of the 12 evaluation models has
strengths as well as weaknesses. However, none is sufficiently strong in relation to the Joint
Commirttee standards to warrant recommending its continued use, at least without substantial
revision. This analysis of the 12 models provides some useful points for consideration in the
development and assessment of a new model, presented in Section 7.

7. Toward a New Evaluation Model

The preceding sections provide a foundation of information for developing a new superintendent
performance evaluation model and offer a glimpse of the extreme complexity of the superintendent’s

job. The goal of this section is necessarily modest: to oudine the rudiments of a new and betcer
model that is designed to

a. meet the requirements of The Personnel Evaluation Standards

b. build on the strengths of extant superintendent performance evaluation models and
avoid their weaknesses

c. embody and focus on the generic duties of the school district superintendent

d. integrate established concepts of educational evaluation theory, including the basic
purpose of evaluations (to assess merit and/or worth), the geaeric process of
evaluation (delineating, obtaining, providing, and applying information), the main
classes of information to be collected (context, inputs, processes, and products), and
the main roles of evaluation (formative input for improvement and summative
assessment for accountability)

Tasks in the Evaluation Process

The proposed model aims to assess the merit and worth of superintendent performance and includes
four main task areas: delineating, obtaining, providing, and applying pertinent information.

18
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The delineatiny tasks provide he crucial foundation for the evaluation process. Here, the board,
in communication witn tne st yerintandent, clarifies the superintendent’s duties and the basic ground
rules for the evaluation. Deaisions are inade concerning whether the evaluation will address only
merit or also worth, what audiences will have access to what evaluation results for what purposes,
what superintendent accountabilities will undergird the collection of assessment information, how the
different accountabilities will be weighted for importance, and what standards will be used to reach
conclusions about the merit and/or worth of the superintendent’s performance.

The board and superintendent need to pay particular heed to the superintendent’s contract and job
description, the results of previous evaluations of the superintendent, current assignments given to
the superintendent by the board, and pertinent data on school system performance and needs, among
other sources. The board and superintendent should engage in productive communication and make

a written record of their agreements in order to prepare for the ensuing stages of the evaluation
process.

The obtaining tasks include collecting, organizing, validating, and analyzing the needed information.
In general, infc “mation is gathered about the district context (e.g., needs assessment data, including
last year’s student achievement, attendance, and graduation data), district and superintendent inputs
(e.g., the district’s strategic plan and budget and the superintendent’s work plan), district and
superintendent process (e.g., activity reports, financial data, and stakeholder judgments), and district
and superintendent products (e.g., this year’s student achievement and related data, special project
outcomes, the superintendent’s evaluations of district staff, and unexpected outcomes of
superintendent activities).

The providing tasks involve reporting findings to the intended users in ways to best serve intended
uses. The board may provide the superintendent with a modicum of formative feedback during the
school year. However, the board should keep such feedback to a minimum to help assure that the
board will not infringe on the superintendent’s delegated responsibilities and authority. The
providing tasks also include one or more summative evaluation reports to serve accountability and
decision-making purposes, provide direction for the . uperintendent’s professional improvement, and
provide feedback to the press and community.

The applying tasks concern uses of evaluation reports. They aim to insure that evaluation findings
are used in meaningful ways and not just collected and reported. In general, boards and
superintendents should plan to use reports to guide the superintendent’s professional development,
reach employment decisions (e.g., on salary, modification of assigned duties, continuation/-
termination), and as input for planning district improvement efforts (e.g., reorganization of the
central office, employment of specialized personnel, and curriculum revision).

These tasks are not linear, but are looping, interactive, and overlapping.
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Grounding Evaluation in Communication

The proposed model relies keavily on sound communication. Itis in the best interests of the board,
superintendent, and members of the school community to develop an evaluation system in
consideration of input from stakeholders, to maintain common understanding of the superintendent
evaluation system among stakeholders, and to earn widespread respect for the evaluation system’s
integrity and value to the district. In order to make the evaluation system function effectively it is

also important to ground its process in effective ongoing communication between the board and the
superintendent.

Communication to Help Develop or fmprove the Evaluation System. When the board and
superintendent decide cither to develop a new superintendent evaluation system or to review and
revise the present system, they should provide concrete opportunities for stakeholders to keep
informed about the work and to piovide input. For example, they might conduct announced
meetings to hear and discuss input from inrerested parties.

Also, the district might engage a standing representative accountability commission, as recently seen
in Dallas, Texas, and Lincoln, Nebraska, to provide systematic review and advisory assistance to the
evaluation effort. Advisory commission membership might include parents, teachers, students,
administrators, board members, and community representatives. Such persons can help insure that
views from a representative group of stakeholders are considered in designing and/or improving the
evaluation system. The members of the accountability commission can also be asked to help explain
the evaluation system to other stakeholders.

After the evaluation system is developed or refined, the board should periodically inform the school
district staff and the community in a printed description of the system about the criteria and
procedures used to evaluate superintendent performance. In these releases the board should
encourage, provide opportunities for, and give assurance that it will use input from stakeholders on
how to improve the system. The board should keep the local press correctly informed about the
nature of the superintendent performance evaluation system, so that newspaper and other media
accounts of superintendent evaluation are based on accurate information.

Communication Required to Implement the Evaluation System. There is also 2 need for
healthy communication within each evaluation cycle. Communication between superintendent and
board is the essence of the delineating stage in which they determine the evaluation questions,
criteria, weights, variables, etc. that will guide the collection, reporting, and use of information.
Communication is also part and parcel of the providing stage, in which the board presents both
formative and summative feedback to the superintendent and sometimes summative reports to the
diverse group of school district staff and constituents. Communication is also involved in the
applying stage, especially when the board works out a relevant professional development plan for the

ERIC 20
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superintendent and/or works with her/him to use the evaluation results to modify school district
plans for the coming year.

Keying Evaluation to the Duties of the Superintendency

Superintendent performance evaluatio: s shou!” be grounded in clearly defined duties. These are the
responsibilities~recognized in the U.S. nci ¢y, in the local community, by the state education
department, and by the pertinent educatic 1al professions—that superintendents have to fulfill in
serving their communities and school districts.

The duties listed below can be used by boards to guide evaluations of superintendent performance.
These duties were determined through a careful integration of administrator duties identified in Texas
school districts and the recently released AASA standards for superintendent competencies. Boards

and superintendents should use chis list selectively to determine superintendent accountabilities, and
thus the evaluation focus, for any given year.

Proposed General and Illustrative Specific Duties of Superintendents

1. Promote and support student growth and development.
1.1 Assess and report on student achievement, attendance, and graduation rate.

1.2 Provide leadership for annually assessing and setting priorities on student and district
needs.

1.3  Evaluate and provide direction for improving school/district offerings.
1.4  Motivate and assist students to develop a sense of self-worth.
1.5  Provide leadership for improving parent involvement in the schools.
1.6 Set priorities in the context of student needs.

2. Honor diversity and promote equality of opportunity.
2.1  Recruit qualified minority and majority staff.

2.2 Examine, communicate, and address gaps in achievement of different groups of
students.

2.3 Provide leadership necessary to fully integrate schools and programs.

oo
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2.4

2.5

2.6
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Serve as an articulate spokesperson for the welfare of all students in a multicultural
context.

Kespect diversity of religion, ethnicity, and cultural values in students, staff, and
programs.

Insure equitable distribution of district resources.

Foster a positive school climate,

3.1

3.2

3.3

3.4

3.5

3.6
3.7
3.8

39

Assess and provide leadership for improving environments in and around each district

school.

Conduct school climate assessments.

Articulate and disseminate high expecrations for student learning and teaching quality.
Promote a positive climate for learning, and an atmosphere of acceptance for all
students willing to participate in an orderly process of learning; do not tolerate

chronic disruptive and/or criminal behavior from students.

Promote, demonstrate, and support clear two-way communication at all levels of the
district.

Promote academic rigor and excellence for staff and students.
Encourage and foster self-esteem in staff and students.
Manifest multicultural and ethnic understanding.

Assess individual and institutional sources of stress and apply methods for reducing
stress.

Provide leadership in school improvement efforts.

4.1

4.2

Develop, communicate, and implement a collective vision of school improvement.

Encourage, model, and support creativity and appropriate risk taking,

)
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4.3
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4.5
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Provide direction and support for periodic review of curriculum and school policies
and procedures.

Formulate strategic plans, goals, and change efforts with staff and communiy.

Formulate procedures for gathering, analyzing, and using district data for decision
making.

Stimulate, focus, and support improvement of classroom instruction.

5.1

5.2

5.3

5.4

Provide encouragement, opportunities, and structure for teachers to design better
learning experiences for students.

Evaluate and provide direction for improving classroom instruction.

Develop and offer opportunities that respond to teachers’ needs for professional
development.

Encourage and facilitate the use of new technology to improve teaching and learning.

Lead and manage personnel cffectively.

6.1

6.2

6.3

6.4

6.5

6.6

Effectively define and delegate administrative authority and responsibility to certified
and uncertified personnel.

Evaluate performance of subordinates using the best feasible evaluation practice and
take appropriate follow-up action.

Recognize and reward exemplary performance of district personnel.
Encourage and support personal and professional growth among all district personnel.

Comply with, and if possible improve, applicable personnel policies and rules.

Recruit and select competent district personnel.

Manage administrative, fiscal, and facilities functions cffectively.

7.1

Obrain competent fiscal/financial analysis.

7.2 Keep informed of funding sources.




7.3
7.4
7.5
7.6
7.7
7.8
7.9

7.10

7.11

7.12
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Prepare appropriate budgets and cost estimates.

Manage the district budget.

Create and implement an internal/external audit system.
Maintain accurate fiscal records.

Ensure that facilities are maintained and upgraded as necessary.
Manage attendance, accounting, payroll, transportation.
Manage personal and district time effectively.

Conduct sound evaluation to guide decisions, e.g., in selecting office equipment and
planning building construction or fund-raising campzigns.

Identify and evaluate alternative employee benefits packages.

Effectively apply the legal requirements for personnel selection, development,
retention, and dismissal.

Assure/provide a safe, orderly environment.

8.1

8.2

8.3

8.4

Develop and communicate guidelines for student conduct.
Ensure that rules are uniformly observed and enforced.
Discipline students for misconduct in an effective and fair manner.

Promote a collaborative approach to discipline, involving staff, students, and parents.

Foster effective school-community relations.

9.1

9.2

Formulate and implement plans for internal and external communication, including
communication of the school district mission, student and district needs, and district
priorities to the community and mass media.

Write and speak clearly and influentially in order to recruit community support for
school programs.




9.3

9.4

9.5
9.6

9.7

9.8

9.9

9.10

9.11

9.12

9.13

9.14
9.15
9.16
9.17

9.18
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Involve parents and other community members in serving school programs.

Provide service to the community and leadership for developing rapport between the
schools and the communiry.

Obuain and respond to community feedback.
Implement consensus building and conflict mediation.

Align constituencies and build coalitions to support district needs and priorities and
to gain financial and programmatic support.

Maintain constructive communication with employee organizations, including but not
restricted to unions.

Understand and be able to communicate with all cultural groups in the community.
Institute, nurture, and improve the district’s cooperative relationships with other
districts, intermediate education units, the state education department, federal
education agencies, etc., incdluding sharing scarce resources, facilitating student

transfers, conducting staff development, and obtaining grants.

Apply formal and informal techniques to gain external perception of the districe by
means of surveys, advisory groups, and personal contact.

Form alliances with other groups concerned with the welfare of children and youth,
e.g., the police and fire departments and the juvenile courts.

Be knowledgeable about the community, including its history, culture, resources, and
services.

Identify and analyze the political forces in the community.
Design cffective strategies for passing referenda.
Successfully mediate conflicts related to the district.

Respond in an ethical and skillful way to the electronic and printed news media.

Involve stakeholders in educational decisions affecting them.,

29
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9.19  Exhibit environmental awa‘eness and be proactive in such efforts as recycling and
preserving natural resources.

10.  Embody and promote professionalism.
10.1  Participate in professional education organizations, e.g., AASA, AERA, ASCD.
10.2 Conduct oneself in an ethical and professional manner.
10.3  Stay abreast of professional issues and developments in education.
10.4 Disseminate professional ideas and new developments to other professionals.

10.5 Know and employ appropriate evaluation and assessment techniques, e.g.,
performance assessment, standardized testing, and educational statistics.

10.6  Obtain and use evaluation information as a basis for improving performance; conduct

a systematic annual self-evaluation, secking and responding to criticism of
performance.

10.7 Maintain an understanding of international issues affecting education.
10.8 Maintain personal, physical, and emotional healrh.

11. Relate effectively to the school board.

11.1  Meer the board’s needs for information about district performance.

11.2  Interact with the board in an ethical, sensitive, and professional manner.
11.3 Communicate clearly and substantively to the board.

11.4 Educate the board about professional education issues and approaches.
11.5 Recommend policies to improve student learning and district performance.

11.6  Provide leadership to the board for defining superinrendent and board roles, murual

expectations, procedures for working together, and strategies for formulating district
policies.

26
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11.7  Recognize and apply srandards involving <'vil and criminal liabilities, and develop a
checklist of procedures to avoid civil and riminal liabilities.

11.8  Recommend district policy in consideration of state and federal requirements.

11.9  Draft a district policy for external and internal programs.

General Framework to Guide Collection and Use of Information for Evaluating Superintendent
Performance

The general categories of context, input, process, and product evaluation can assist the board to
obtain both the general, year-to-year comparison information and the specific information needed
in given years to assess fulfillment of duties.

Context Evaluation. In the beginning of the evaluation year, the board and superintendent
need to examine whether or not the superintendent’s previously assigned responsibilities and job
targets are focused sufficiently on addressing the school district’s current and projected leadership
needs and problems. Data on needs, opportunities, and problems in the district should be employed
carly in the year to help the superintendent update duties and job targets appropriately. These same

data will be useful later in the year for conrrasting data on accomplishments (product evaluation)
with the needs identified earlier in the year.

Input Evaluation. Each year the board and superintendent need to review plans, budgets,
accounting reports from previous years, work plans, and calendars. They should do so in the interest
of assuring that plans appropriately address unmet student needs. The board can be assisted by
learning what plans, planning processes, and particular improvement strategies are working well in
other districts. Consistent with the need to ground planning as well as evaluation in sound

communication, the board should assure that the district’s planning process includes appropriate
involvement of stakeholders.

Process Evaluation. The superintendent has a major and ongoing responsibility to provide
the board with process evaluation information. Essentially, this includes documentation and progress
reports on the iinplementation of district and superintendent plans and use of district funds and
other resources. The information should also include any noteworthy modification in plans,
schedules, assignments, and budgets. Process information includes written and oral progress reports
by the superintendent and other district staff. The superintendenc should expect to receive the
board’s evaluations of the adequacy of the reported progress during these meetings. Such process
evaluations can provide the superintendent and staff with direction and stimulation for appropriate
problem-solving activities.
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Superintendents are advised to maintain portfolios of up-to-date information on the implementation
of plans. Such an up-to-date information source can assist the superintendent to address unexpected
questions from the board. The information will be invaluable to the board when it conducts its
summative evaluation of the superintendent’s performance. If the superintendent defines a clear

structure for the portfolio, staff can be engaged to regularly supply the needed documentation as it
becomes available.

Product Evaluation. In addition to the process evaluation records on the extent to which
targeted needs were addressed, the board will need evidence on outcomes. Primarily, the outcomes
will be identified and assessed in terms of the district and student needs identified earlier. For
example, were improvements seen in such targeted need areas as teacher attendance, involvement of
stakeholders in the district’s planning process, racial balance of staff across the schiools, constructive
coverage of the district’s programs by the press, measures of school climate across the district, dropout
rate, percentage of students having needed immunizations, achievement test scores of minority
students, student attendance, physical fitness of students, foundation and government grants and
contracts, and replacement of science text materials. It is likely that the board will be more interested
in the direction of outcomes (improvement versus deterioration or maintenance of the status quo)
than in whether or not some targeted values are met or exceeded.

In addition to the targeted variables, product evaluations must look for positive and negative side
effects or unexpected outcomes. This can be achieved by maintaining a section on unexpected
accomplishinents in the superintendent’s performance portfolio. Also, stakeholders can be invited

to submit evidence and judgments, both positive and negative, about the accomplishments of the
school district.

The foregoing discussion of context, input, process, and product evaluation is summarized in Figure
2. For each type of evaluation, the chart identifies pertinent information to be obtained, methods
for obtaining the information, and uses of the obtained information. Board presidents and
superintendents may find this chare useful for informing new board members about the kind of

information they should be secking and using to evaluate superintendent performance, as well as the
performance of the overall district.

Putting the Pieces Together

Figure 3 provides an overview of the evaluation model. It uses a series of rectangles and boxes to
denote important parts of the evaluation process. The entire model is driven by ongoing
consideration of the 21 Personnel Evaluation Standards and sound communication between board
and superintendent, as well as communication with other members of the school community.

The interior shaded rectangles of the model denote the four main task areas involved in
superintendent evaluation: delineating accountabilities, obtaining information, and reporting and
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applying evaluation results. These rectangles are surrounded a larger shaded rectangle composed of
district assessment elements, indicating that these elements influence, and/or are influenced by, the
undertaking of the specified tasks. The area enclosing Contexts and Inputs, for instance, indicates

an assessment of district needs, constraints, expectations, and plans, which then forms the basis for
developing accountabilities.

In delineating the superintendent’s accountabilities decisions are made on rhe following items, as
noted: uses and users of the evaluation, data sources, indicators, weights, and standards. These
decisions are influenced by the nuances of the particular district but will use, as a baseline, those
generic duties that are common to all superintendents.

Obtained information concerning the superintendent’s implementation of duties and the
superintendent’s accomplishments feeds into both formative feedback to the superintendent during
the year and to a summative report at the end of the year. Arrows from the district-level assessment
rectangle indicate that both formative and summative findings should be interpreted in light of the
broader district context.

Four areas of application served by evaluation results are identified in the Apply Results rectangle.
Personnel decisions require summative evaluations; the other three foci of application (professional
development, district improvement, and accountability) can be addressed cither for the purpose of

improving the application area (s formative process) or for making a summative judgment or decision
about it.

Implementing the Model Within Normal School Year Calendars

No one sequence and set of assignments will fit all situations. Some districts will need to start the
evaluation cycle at the beginning of the fiscal year, while others will need to start it in April, at the
beginning of the school year, or at some other point. Each school board must schedule the
superintendent performance evaluation work to fit its district’s particular situation and must integrate
the evaluation tasks into the regular flow of board-superintendent interactions. Typically, the school
board and superintendent are involved in formal, planned communications at least once a month at
the regularly scheduled board of education meetings. Many school districts schedule two or more
meetings a month, so the opportunity for superintendent-board dialogue is ample.

The following suggestions are provided as an annual calendar in which to conduct an adequate

superintendent performance evaluation. There is no intention in these suggestions that the board
should micromanage the work of the superintendent.
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Superintendent/Board Interactions in the Context of an Annual Evaluation Calendar
Below we list the tasks required in each quarter so that the district can adjust the evaluation calendar
according to its needs.
TASKS
QUARTER #1
- Review prior year’s activities and results
(especially student  performance dara,
performance evaluations of school staff, and
system needs)
- Set preliminary strategic plan
- Set general priorities; review duties
- Set preliminary superintendent objectives and
work plan/duties
QUARTER #2
- Accept campus improvement plans
- Set priorities for the year/update duties
- Adjust strategic plan
- Adjust superintendent objectives and work
plan as needed
- Establish superintendent evaluation design
(induding intended uses and users,
performance indicators and  weights,
performance standards, data sources and
procedures, and reporting schedule)
QUARTER #3
- Progress report on implementation of strategic
plan and assigned superintendent duties
- Formative evaluation exchanges between board
and superintendent
- Adjust superintendent priorities and tasks
- Set improvement targets
QUARTER #4

- Accountability report from the superintendent
- Gather data from community, students,
schools

- Summative evaluation of superintendent

34
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- Development of professional improvement
plan if needed

- Pertinent personnel decisions

- Summary report to community

- Recycle strategic plan

Dialogue about the listed tasks should occur sometime during the quarter under which they are
listed. The district’s strategic plan should be adopted as early in the first quarter as possible. This
provides the structure needed to develop a comprehensive and pertinent list of superintendent
priorities and tasks. Also, the summative evaluation should be completed as late as is feasible in the
fourth quarter, so that it can reflect a comprehensive set of data about superintendent and district
performance in the context of district needs and pertinent constraints.

Main Superintendent/Board Performance Evaluation Activities in Each Quarter

In order to study superintendent performance evaluation per se, it is useful to filter out nonevaluative
activities and to focus on the main superintendent performance evaluation activities that are
emphasized in each quarter. Figure 4 is provided for this purpose.

As seen in the figure, the relative emphasis, by quarters, on Context, Input, Process, and Product
(CIPP) evaluation corresponds quite closely and differentially to what steps the board of education
needs to take in each quarter in evaluating superintendent performance. Therefore, boards of
education might usefully adopt the CIPP concepts to guide evaluations of superintendent
performance. The simplicity of these four concepts, at the general level, facilitates training new board
members in the district’s general approach to superintendent evaluation. The fact that each CIPP
concept fits into a particular quarter of the school year provides a parsimonious scheme to guide data
collection. Finally, context, input, process, and product evaluations are keyed to helping boards and
educators assess performance and take actions focused on meeting student and district needs.

Differentiating Board and Superintendent Responsibilities for Superintendent Performance Evaluation

In addition to sequencing evaluation tasks, it is useful to define the individual and collective
evaluation responsibilities of the superintendent and board. Figure 5 is a general guide for assigning
such responsibilitics, which include applying evaluative information as well as delineating, obtaining,
and reporting it. The responsibilities are differentiated by the collective efforts of superintendent and
board, plus the independent responsibilities of each. Also, the responsibilities are organized according
to the applicable quarter of the year. Within each quarter, the listed responsibilities are numbered
to indicate their approximate sequence. An underlying principle in the chart is differentiation of
evaluation tasks, in accordance with the board’s governance and policymaking authority and the
superintendent’s responsibilities for carrying out the board’s directives. Essentially, the superintendent
provides advice and data to the board, and the board uses the input to evaluate superintendent

35
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performance and to take appropriate follow-up actions. In addition, the board and superintendent
jointly use the evaluative information to engage in collaborative planning.

Concluding Comments

Superintendent performance evaluations de not distinguish precisely between superintendent
performance and district performance. This is appropriate and desirable. For the board and
superintendent to get the most benefit from superintendent performance evaluation, they need to
evaluate needs, plans, processes, and outcomes, keyed not just to improving the superintendent’s
performance of duties, but more fundamentally to improving school district services and student
achievement. Since the superintendent is the district’s chief executive officer, it is reasonable to key
judgments of her/his performance to judgments of the functioning and achievements of the district
as a whole. Of course, the constraints in the setting must be taken into account, and the
superintendent should not be held accountable for st..rtfalls not under her/his control.

Clearly, the superintcadent cannot control poverty in the district, nor can the superintendent control
limited school finances. Such factors severely restrict the resources available to the superintendent
in actempting to meet student needs and improve school district services. By thoroughly considering
contextual constraints when making evaluative judgments, boards can be assured of providing a fair
and defensible evaluation of superintendent performance.

Despite the brief section on implementation of superintendent performance evaluation, this
publication is largely theoretical. The model introduced in this section provides conceptual tools to
guide both discussion and field work toward improving superintendent evaluation. We hope the
manuscript will be useful to interested parties for further examining and improving the concept and

procedures of superintendent performance evaluation. The next step, and a future CREATE project,
will be to operationalize and field test the model as developed.

In its present form, school boards and other groups might find CREATE's draft superintendent
performance evaluation model useful for several purposes:

- As a conceptual organizer for discussing the characeristics of sound superintendent
evaluation systems

- As an experimental model to be adapred, operationalized, and tested
- As an overlay for developing a superintendent performance portfolio

- As a set of checklists for examining the completeness of an existing superintendent
evaluation system
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- As a guide to defining school district policy on superintendent evaluation

- As a template for school district committees to use in designing a new superintendent
evaluation system

CREATE's research team needs feedback on the draft superintendent performance evaluation model

in order to improve and prepare it for field testing. Pertinent reactions and recommendations are
welcomed: we would also like to hear from any groups interested in helping to ficld test the model.
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