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Preamble
If there is one lesson we can take away from international comparisons of top-performing education systems it is that human capital, i.e., people, matter.  Teachers and principals, in particular, are essential for school effectiveness.  Putting our resources into recruiting, hiring, developing, and keeping the best teachers and leaders is paramount for success.  Principal evaluation matters because principals matter.  The research is clear that principals contribute substantially to student success, accounting for approximately one quarter of the total school-level variation in student achievement, after controlling for student socioeconomic background factors (Louis, Leithwood, Wahlstrom, & Anderson, 2010).  If we attempt to reform education without focusing on principalship quality in the school, the effort is unlikely to succeed.  As Pont, Nusche, and Moorman (2008, p. 16) noted:

As the key intermediary between the classroom, the individual school, and the education system as a whole, effective school leadership is essential to improve the efficiency and equity of schooling.  Within each individual school, leadership can contribute to improved student learning by shaping the conditions and climate in which teaching and learning occur.  Beyond the school borders, school leaders can connect and adapt schools to changing external environments.  And at the school-systems interface, school leadership provides a bridge between internal school improvement processes and externally initiated reform.

The school principal’s role has evolved rather significantly over the past few decades.  In addition to holding the largely managerial responsibilities of the past, today’s principals are expected to lead their schools, increase student learning, and help staff to grow professionally.  In other words, the position of principal has evolved to reflect the necessity of both management and leadership roles.  Though the responsibilities are many, effective principals can and do balance them.  Here is why evaluation matters:  Unless effective evaluation systems are in place that accurately differentiate performance, discerning whether we have effective principals is a challenge.  Furthermore, if we hope to improve principals’ performance, honest, accurate, and meaningful evaluation feedback must be provided in order to identify areas in need of improvement and enable principals to make informed decisions regarding professional development to bridge the gap between current practices and desired performance.  If designed and implemented properly, principal evaluation can play a fundamental role in guiding professional development and renewal and ensuring that our schools are both excellent and accountable.

Ideally, a performance evaluation system for principals (or for any other educator) will affect the quality of teaching and learning and support ongoing school improvement.  Documenting and improving the quality and effectiveness of a principal’s leadership should be at the center of performance evaluation.  Unfortunately, there is little connection between principals’ evaluation results and the quality of their work.  Although the disconnect between evaluation results and student learning has been much better documented for teachers than for principals, the same issue exists for both groups.  In other words, ratings of principals suffer from the same problem of grade inflation that afflicts teacher evaluation.  Most educators are rated as top performers.  Many of the current principal evaluation systems do not allow for differentiation — principals are rated as either satisfactory or unsatisfactory.  And even in evaluation systems that allow for three-, four-, and five-point rating systems, the reality is that principal evaluation, on the whole, has not been discriminating, growth-oriented, or accountability-based. 	

The two major purposes of educator evaluation are professional growth and performance accountability, and there should be room in evaluation systems for both.  Evaluation systems that reflect both of these purposes are not only desirable but also necessary for evaluation to productively serve the needs of individuals and the community at large (Stronge, 1995).  In the current era of accountability, a practice-only view of evaluation is no longer enough; instead, what is needed is a practice-plus-results perspective.  What the principal knows, values, and does is important, but so too is his or her ability to attain specific, observable outcomes (Clifford, Behrstock-Sherratt, & Fetters, 2012).  The U.S. Department of Education has defined “highly effective principals” as those whose students achieve high rates of student growth (typically measured as one grade level and a half over the course of an academic year).  The Department of Education also advocates for the inclusion of student growth as a significant measure of principal effectiveness in the evaluation process (U.S. Department of Education, 2011).  A strong nationwide movement for practice-plus-results principal evaluation is taking effect. 

The purpose of a quality principal evaluation system is to support the principal’s growth and development while simultaneously holding him or her accountable for student success.  Although principals have always been expected, at least implicitly, to foster student success, one striking difference between today’s principal evaluation systems and those of even a decade ago is the explicit expectation that principals are responsible for improved student achievement.  The question that emerges in this new era of principal accountability is as follows:  How do we design and implement a performance evaluation system that is based on the evidence of what effective principals do, is fair to both the principals and the school organization, and balances professional growth and accountability?  One approach, and the one outlined in the Guidelines for Uniform Performance Standards and Evaluation Criteria for Principals, is to base principal evaluation squarely on practical, research-guided performance standards that include a balanced measure of both the principal’s behaviors and the principal’s effect on the school.
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Purpose and Overview of the Training Materials
	The training materials are designed for use at both the school division and the school level.  The training materials are intended to help school divisions align their current evaluation systems with the revised Guidelines for Uniform Performance Standards and Evaluation Criteria for Principals.  Additionally, the training materials provide practice in implementing a principal evaluation system that is aligned with the Guidelines through simulations and activities. 
Organizational Structure of Document
The training materials are organized using the structure in the Guidelines for Uniform Performance Standards and Evaluation Criteria for Principals, including the division of the materials into six parts. 
	Part
	Description

	Part 1 - Introduction
	An introduction to the Guidelines for Uniform Performance Standards and Evaluation Criteria for Principals

	Part 2 – Uniform Performance Standards for Principals
	An overview of the seven Virginia performance standards and the use of performance standards and indicators in the data collection and evaluation rating process

	Part 3 – Documenting Principal Performance
	A focus on the required and recommended data sources for principal evaluation

	Part 4 – Connecting Principal Performance to Academic Progress
	Recommendations for including measures of academic progress in a principal evaluation system

	Part 5 – Rating Principal Performance
	Training materials that focus on making summative decisions in principal evaluation

	Part 6 – Improving Principal Performance
	Guidance in the need for and implementation of a performance improvement plan




Organization of Sections within Parts
Each part of the training materials is organized in a similar fashion:
· Explanation materials — Materials that provide background explanation for the targeted/specific element related to the Guidelines
· Activities — Training activities along with directions for use 
· Samples — Sample completed forms in some sections, if appropriate
· Simulations — Simulations for implementing the Guidelines, in some sections, if appropriate
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Guidelines and Guiding Questions for Implementing the Guidelines for Uniform Performance Standards and Evaluation Criteria for Principals
The Guidelines and guiding questions presented here are intended to assist school officials with designing and implementing the new evaluation system. While the specific steps may vary from organization to organization, it is crucial to get buy-in from administrators, teachers, other instructional personnel, and various stakeholder groups. 
STEP 1: Review Guidelines for Uniform Performance Standards and Evaluation Criteria for Principals and take stock of current evaluation system
· View presentation [Insert hyperlink to PowerPoint presentation] that provides an overview of the Guidelines for Uniform Performance Standards and Evaluation Criteria for Principals
· Use scavenger hunt activity [Insert hyperlink to Scavenger Hunt Activity] to explore the Guidelines for Uniform Performance Standards and Evaluation Criteria for Principals
· Read the brief “An Overview of the Virginia Principal Evaluation System” [Insert hyperlink to brief]
· Acquire and extend understanding of participants and their schools’ evaluation needs
· Appoint and meet with members of an Evaluation Design Team/Steering Committee, which should include representatives of various stakeholder groups
· Review documents developed to date regarding organizational strategic plans, identified evaluation needs, and existing evaluation systems
· Analyze existing school leader evaluation systems
· Identify strengths and weaknesses of current evaluation system [Insert hyperlink to strengths/weaknesses activity]
· Identify the opportunities and threats to developing/implementing the new evaluation system
· Solicit input from instructional staff and administration
· Determine components/processes of existing evaluation system to be incorporated into the new system
STEP 2: Develop performance standards, indicators, and performance rubrics  
· Conduct alignment analysis between the seven Uniform Performance Standards and the school division’s current standards system [Insert hyperlink to comparison activity]
· What are our current performance standards?
· How do we rate principals on performance standards?
· How aligned are our performance standards to the Guidelines?
· Review performance standards and make modifications, if needed
· Review performance indicators and make modifications, additions, and deletions, as needed
· Review performance rubrics and make modifications, if needed

STEP 3: Decide on data sources to use in documenting principal performance and develop forms 
· Determine how and when principals will be observed and modify forms in the Guidelines, as needed 
· How often will we conduct informal observations/school site visits?
· What should be the duration of an informal observation/school site visit?
· Will a pre- and post-conference be mandatory?
· How can we ensure principals receive formative feedback from observations?
· Determine the optional data sources to be used in creating a principal’s performance portrait
· What have we used previously that worked well? [Insert hyperlink to Benefits and Challenges of Data Sources and Matching Data Sources and Performance Standards Activities] 
· What guidelines do we need to establish for certain data sources (i.e., What should go in a portfolio/document log?  How should principals convey results of surveys?) 
· Do we need to modify the sample forms in the Guidelines?
· Develop procedures for using each data source 
· What is the principal’s responsibility versus the evaluator’s responsibility?
· How often will the materials be collected?
· Who will review the materials?
· How will the principal receive feedback on the materials?
· Determine procedures for handling principals who receive unacceptable ratings 
· What criteria will we use to place a principal on a Performance Improvement Plan?
· What criteria will we use to recommend a principal for non-renewal/dismissal?
· Do we need to modify the sample forms in the Guidelines
STEP 4: Develop criteria for connecting principal performance to student academic progress
· Review Part 4 of the Guidelines for Uniform Performance Standards and Evaluation Criteria for Principals [Insert Hyperlink]
· What are the recommendations from the Virginia Board of Education? [Insert Hyperlink to Connecting Principal Performance to Academic Progress PowerPoint]
· Determine what measures of academic progress will be used for principals
· What measures of academic progress do we already have? [Insert hyperlink to Exploration of Data Sources Activity].
· If we use goal setting, how can we ensure goals are valid and rigorous? [Insert hyperlink to Student Achievement Goal Setting PowerPoint]
· If we use multiple measures of student progress, how much weight should each have?


STEP 5: Decide on how to rate principal performance 
· Review Part 5 of the Guidelines for Uniform Performance Standards and Evaluation Criteria for Principals [Insert Hyperlink]
· How will we rate principals on student academic progress? [Insert hyperlink to Rating on Standard 7:  Student Academic Progress Activity]
· How will we provide a summative rating?  [Insert hyperlink to Summative Decision Rules Activity]
· Do we need to modify the sample forms in the Guidelines?
STEP 6:  Develop ways to support and improve principal performance
· Review Part 6 of the Guidelines for Uniform Performance Standards and Evaluation Criteria for Principals [Insert Hyperlink]
· What criteria will we use to place a principal on a Performance Improvement Plan?
· What criteria will we use to recommend a principal for non-renewal/dismissal?
· Do we need to modify the sample forms in the Guidelines?
STEP 7: Determine timetable and procedures for implementation of the evaluation system
· Determine evaluation cycles (e.g., one-year, three-year cycles)
· Develop sequence of information collection steps for principals with differing levels of experience 
· Define feasible timetable for collection of evaluation information
· Determine specific procedural steps for the evaluation of each category, including differentiated skill levels
STEP 8:  Develop supporting documents
· Develop a performance evaluation handbook [Insert hyperlink to sample handbook]
· Introduction
· Performance standards
· Documenting performance
· Making summative decisions
· Improving professional performance



STEP 9: Provide comprehensive training for evaluators and evaluatees 
· Include stakeholders in planning for professional development 
· Determine the model of professional development that will work for your division
· Do we have the local resources to provide adequate training?
· Should we team with other divisions for training?
· Do we have the in-house expertise to conduct training, or would hiring a consultant team be more effective?
· Would a train-the-trainer approach work for us?
· Explore training materials provided on the Virginian Department of Education Web site for use in training [Insert hyperlink to Web site]
· Determine content of each training session, ensuring the sessions address both an understanding of the new system (content development) and skill development
· Content development should include:
· Explanation of evaluation model (these are the components of the system)
· Evaluation criteria
· Performance standards 
· Evaluation instruments
· Implementation procedures
· Skill development should include:
· Evaluation orientation (this is how the system works)
· Documentation tools (i.e., observation format, portfolio design)
· Inter-rater reliability in conducting evaluations (essential for evaluators; optional for evaluatees)
· “How-to” skills (how to develop a document log, how to design and implement student achievement goal setting)
· Simulations to provide a reality-based experience
· Ensure professional development is ongoing and sustained over the implementation period
STEP 10: Pilot and implement the new evaluation system
· Monitor implementation issues and use them to inform future training sessions
· Make modifications after an initial pilot period or after the first year, as needed
· Provide regular updates and refresher workshops and professional development training for both evaluators and principals
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