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ver the paM several years, our
research team at Iowa State Uni
versity has heen implementing a
new type of performance evaluation sys
tem for educational administrators in
school districts across the United States
Working on-site. we develop perform
ance evaluation tools and direct district
evaluation teams The administration
evaluation system is usually created
simultaneously with the launching of a
new teacher performance evaluation
system.
Presently we arc directing the mas
sive Sent 'I improvement Model (SIM)
Proicct in Iowa and Minnesota. 1 A
unique aspect of this total systems/outcomes-hascd approach to raising K-12
student achievement is the emphasis on
performance evaluation of all adminis
trators.
Administrator Performance Evalua
tion is based on an analysis or measure
ment of progress made toward accom
plishment of predelermmed objectives.
Performance evaluation is oriented to
process and asks the following:
What do we expect each adminis
trator to accomplish '
How do we expect each administra
tor to perform '
What changes in behavior do we
want'.'

Administrator
Evaluation Tailored
to Your District or
Independent School
Project SIM uses o 5-srep model incorporating
both performance appraisal and management
by objectives.

How does his her performance in
terrelate with that of others'.'
The major purpose of administrator perlormance evaluation is to improve dis
trict management and leadership. Early
in the deliberations, the school organi/ation must decide whether to emphasi/e performance or objectives attain
ment or both the failure of many
administrator evaluation systems can be
traced to emphasi/mg performance but
not objectives attainment.

validity, defining the scope and se
quence ot the system, organizing lines
of communication, and reaching a gen
eral agreement about methodology.
Specifically, subcommittees define
the philosophic premises, performance
areas and criteria, operational proce
dures, forms and records, and test and
try procedures by answering a set of key
questions:

should be held during a cycle?
4 Forms ami Records. S hould dif
ferent documents be used for formative
and summative evaluation'.' Why or why
not' What is meant by work samples'1
5. Test and Try. W ill an appropriatefield test include everyone? Why or why
not'1 Will the field test information be
used to modify the system before the
formal adoption 1 How?

The Process
A steeling committee and subcommit
tees are selected and organized to guide
the development of the system.
While the system is being developed.
several segments arc coordinated. The
concurrent tasks performed by the steerins: committee and one ol the subcom
mittees include identifying the needs of
ihc district, establishing measures of

1. Philosophy and Objectives. W hat
are some important ingredients for ef
fective administration.' What are the
major responsibilities of the chief exec
utive officer'.' of the central office ad
ministrators'.' of the building administra
tors'.'

After these and other questions are
answered by the subcommittees, they
provide feedback to the entire steer
ing committee. The committee then fo
cuses on:
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2. Performance Areas and Criteria.
What performance areas count'1 What
specific criteria are needed within these
areas'
3 Operational Procedures. H ow
should evaluation data be gathered'1
Who should handle the appraisal inter
view ' How many formative conferences

1 Developing a philosophy of ad
ministration and evaluation
2. U pdating job descriptions
3 Identifying and refining critical
work activities (CWAs)
4 Developing a job improvement
target worksheet
5. Developing, field-testing, and re
evaluation
prototype
the
fining
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instruments
6. Finalizing the handbook/instru
ments.
Each activity must flow sequentially as
the system is developed so that, after the
field-test and refinement, the system can
be recommended to the Board of Educa
tion for adoption.
Components of the System

The model includes a district adminis
trative philosophy, critical work activi
ties, position description activities (per
formance factors;, and job improvement
targets. By accurately identifying the
strengths and weaknesses of each role,
the system helps improve the district's
management and leadership
Administrative Philosophy. The ad
ministrative philosophy must be general
because it provides boundaries for ge
neric decision making. The overall phi
losophy needs to be considered and ap
plied in varying degrees. This phase of
the system is intended to determine if
each administrator's performance (style,
values, and productivity) is consonant
with that philosophy.
Usually an administrative philosophy
can be categorized into three parts: envi
ronment created; policy, participation,
and communication; program improve
ment. Each category contains several
criteria that are used to describe the
evaluatee's performance.
Performance Factors. This compo
nent of the system is based on the job
description of an administrative posi
tion. Administrators are evaluated by
their immediate superiors. The ratings
identify strengths and weaknesses and sug
gest areas for growth. The performance
responsibilities of each position descrip
tion are distributed into categories:
1. Improving the educational process
2. Implementing district policies
3. Working with the community
4. Staff personnel
5. Managing operations.
Other categories may be used as they
appear in the job description, and each
category usually subsumes several de
scriptions.
Critical Work Activities ( CWAs).
This portion of the appraisal is intended
to determine if the administrator's per
formance on CWAs is congruent with
the priorities and needs of subordinates.
CWAs are those tasks deemed most es
sential for the performance of the posi
tion. They are continuous, regular activ
ities necessary to the day-to-day
operation of the building or school orga
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nization.

A systems analysis is performed in
order to concentrate on what is actually
being done by administrators and who is
doing what. This aspect of the system is
a method of systematically planning,
organizing, operating, and communicat
ing within the administrative levels of
the district.
Each administrator keeps a time log
for at least one month (three months is
ideal), and compiles a list of activities.
This summary displays the key areas and
the average number of hours spent on
each task. From this information and the
original job descriptions an analysis can
be made as to the manner in which time
is being used.
Job Improvement Targets. Job im
provement targets are central to the
evaluation system. This is the point at
which the "rubber meets the road"
when evaluation is tied to improvement
of performance. Writing job improve

Figure 1.

ment targets requires time and careful
analysis of each situation and usually
occurs during or after the end-of-cycle
conference Customarily, three to five
targets are developed by the evaluatee
(with the help of the evaluator) for each
evaluation cycle.
A worksheet is used to develop a goal
and specific, realistic, manageable, and
measurable targets. The methods, activ
ities, processes, materials, and person
nel that will be needed to achieve the
specific objectives are identified.
Writing the activities to be undertakcrf
during the year is fairly easy. However,
the target should be written in terms of
expected outcomes rather than as a sim
ple activty. Instead of writing, "the
principal will conduct a workshop on
small group instructional techniques
during the school year. . . ," the fol
lowing format is preferable:
Given $2(X) for materials and media to
conduct a workshop on small-group instruc-

Flow Chart of an Administrator Performance Evaluation Cycle.
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lional techniques. 60 percent of the faculty
will use small group sessions to reinforce
large group presentations Within three
months after the workshop experience, suc
cess will be measured by classroom observa
tions, made by the evaluator. along with stu
dent feedback forms appraising their reaction
to small-group discussions

Field-Text. A lter these components
have been developed, the prototypic in
struments are field-tested Part of this
process is to gather baseline data about
an administrator's performance. To ac
complish this task the documents are
completed by those who report to an
administrator. At times student and par
ent input is used. The data are compiled
and a feedback session is held with each
administrator. This step has produced
some very positive results. Administra
tors gain perceptions of their strengths
and weaknesses and begin to make plans
lor improving their administrative
skills.

Relative Emphasis
Performance appraisal without a management-by-objectives (MBO) approach
or an MBO without stressing perform
ance evaluation is ineffective. Simply
put., school administrators should "do
the right job" but also "do the job
right." Figure 1 illustrates an adminis
trator performance evaluation system
that emphasizes performance while Fig
ure 2. using a headmaster or superin
tendent as chief executive officer as an
example, represents a blending of MBO
and performance appraisal. Also criti
cally important is the need to stress what
outcomes the school organization exalts
when dealing with principal perform
ance appraisal. If instructional leader
ship is of paramount importance, say so!
Principals historically have maintained a
"loose-roupling" control over curricu
lum and instructional methods and a
"tight-coupling" control over building
management. If that relative emphasis is

to be changed, the school organization
must opt for performance appraisal cri
teria for principals that have been identi
fied by effective schools research.
These would include:
1. The principal sets instructional
strategies that emphasize student
achievement.
2. The principal interprets the mis
sion of the school to the teachers and
helps them define appropriate goals and
objectives for learners.
3. The principal sets high expecta
tions for both teachers and pupils.
4. The principal provides an orderly
atmosphere that enhances learning.
5 The principal provides a careful
evaluation of student progress via norm
and criterion-referenced testing and reg
ularly relays this information to teach
ers.
6. The principal constantly monitors
instruction to ensure that the functional

Figure 2. Chief Executive Officer Performance Evaluation Cycle.
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.A New Day Dawns.
A new day is dawning in cities all across America. From
Portland. Oregon to Portland, Maine...Fergus Falls to
Broken Bow...Philadelphia to New Orleans, hundreds
of cities are being recognized as a TREE CITY USA
What is TREE CITY USA? It's a nationwide program
devoted to the proper care and conservation of trees in
the city. The National Arbor Day Foundation along
with participating state foresters from coast to coast are
recognizing those communities that effectively manage
one of their most precious resources...their trees. So
people today and tomorrow may experience the eternal
miracle and pleasure of trees.
How can your community become a TREE CITY USA?
It's easy. Simply send in this coupon or contact your
state forester He'll show you the steps involved in
becoming a TREE CITY USA.
Join the growing
movement of cities across
America that are making
sure their new day
begins with trees.

classroom curriculum
which was planned.
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that

Summary

An administrator performance evalua
tion system developed according to this
process has proven to be effective in the
improvement of district management
and leadership. The time it takes to
carry it out is hcncficial both (o the pro
fessional and the district. Inevitably
after the field test, some revisions are
made to meet the needs of the adminis
trative team.
The components are intended to pro
vide a systems approach to evaluation.
Using feedback from subordinates sets a
good example for teacher performance
evaluation. In turn, administrator per
formance evaluation is strengthened if
teacher performance is reflected in the
principal's evaluation report!
Because this system requires partici
patory planning, the process reflects the
realities of the district. With input from
the professionals involved, it should
meet their needs while ultimately im
proving their administrative skills.
The movement toward revision ol
existing evaluation procedures amounts
to a tidal wave. The pressure for greater
accountability in the delivery of educa
tional services will only succeed where
administrator evaluation becomes the
key component.
Note: To receive sample instruments or fur
ther information about this process write to:
Richard P. Munatt, Director, School Im
provement Model Project. Room N229
Quadrangle. Iowa State University. Amcs,
IA 5001 I
'SIM is a model for the improvement ol
student achievement m public and independ
ent K-12 schools. This five-year project to
link administrator performance, teacher per
formance, student achievement, and .staff
development is a consortium endeavor of the
Minneapolis Public Schools. Northlicld
Public Schools, Edina Public Schools. ,md
Brcck School (all in Minnesota). Spirit Lake
(Iowa) Community Schools, and Iowa State
University The investigation is supported by
the Northwest Area Foundation and the con
sortium members

For information on TREE CITY USA. send in this coupon.
NAML____________________________________________
ADDRESS______________________CITY________________
STATE

ZIP
The National ArbO' Day Foundation

Arbor Lodge 100 Nebraska City ME 68410
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