Part 6:

Improving Teacher Performance

Training Materials Overview


Supporting teachers is essential to the success of schools.  Many resources are needed to assist teachers in growing professionally.  Sometimes additional support is required to help teachers develop so that they can meet the performance standards for their school.  These training materials provide activities, tips, and resources designed to help evaluators become more effective in helping teachers improve their performance.
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	Explanation
	Excerpt from the Guidelines for Uniform Performance Standards and Evaluation Criteria for Teachers
	This excerpted document from the Guidelines for Uniform Performance Standards and Evaluation Criteria for Teachers provides an overview of the tools administrators may use to address a teacher’s specific needs or desired areas for professional growth.


	6-3

	Activities
	Documentation In-basket Activity
	Participants read about a struggling teacher at various points in the school year. They determine whether the principal has taken the appropriate action.
	6-12

	
	Remediation - A Tale of Two Teachers
	Participants read about two teachers who have problems that could result in dismissal. They discuss potential remediation actions.
	6-22

	Briefs
	Brief on Using Teacher Evaluation to Improve Teacher Performance
	The brief discusses the importance of feedback and how teacher evaluation is connected to teacher improvement in the new evaluation system.
	6-26

	
	Brief on How to Conduct a Successful Evaluation Conference
	The brief explains what an evaluation conference is, why it is important, and what makes an evaluation conference effective.
	6-28

	
	Brief on Performance Improvement Plans for Marginally Performing Teachers
	The brief explains what performance improvement plans are, as well as the reasons for such intensive assistance and how to make it effective. 
	6-30

	Resources
	Conferencing Skills
	This document provides tips for evaluators on ways to make conferences with teachers more effective.
	6-34

	
	Resources to Consider
	A list of relevant resources provides administrators and teachers with additional information about rating teacher performance.
	6-36
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(Excerpted from the Guidelines for Uniform Performance Standards and Evaluation Criteria for Teachers)
Supporting teachers is essential to the success of schools.  Many resources are needed to assist teachers in growing professionally.  Sometimes additional support is required to help teachers develop so that they can meet the performance standards for their school.

There are two tools that may be used at the discretion of the evaluator.  The first is the Support Dialogue, a school-level discussion between the evaluator and the teacher.  It is an optional process to promote conversation about performance in order to address specific needs or desired areas for professional growth.  The second is the Performance Improvement Plan which has a more formal structure and is used for notifying a teacher of performance that requires improvement due to less-than-proficient performance. 

Both tools may be used for all teachers, regardless of contract status.  The tools may be used independently of each other.  Figure 6.1 highlights key differences between the two processes.

Figure 6.1: Two Tools to Increase Professional Performance
	
	Support Dialogue
	Performance Improvement Plan

	Purpose
	For teachers who could benefit from 

targeted performance improvement OR 

who would like to systematically focus on 

her/his own performance growth. 
	For teachers whose work is 

in the “Needs Improvement” or 

“Unacceptable” categories

	Initiates Process
	Evaluator or teacher
	Evaluator* 

	Documentation
	Form Provided: None

Memo or other record of the discussion/

other forms of documentation at the 

building/worksite level
	Form Required: Performance 

Improvement Plan
Building/Worksite Level

Director/Superintendent is 

notified

	Outcomes
	· Performance improvement is documented 

   with the support dialogue continued at the 

   discretion of the evaluator or the teacher

· In some instances, little or no progress -- 

   the employee may be moved to an 

   Improvement Plan
	· Sufficient improvement -- 

     recommendation to continue 

     employment

· Inadequate improvement --
     recommendation to continue on

     Performance Improvement Plan

     Or non-renew or dismiss the 

     employee


* The principal is responsible for the overall supervision of personnel in the worksite/department/school and, as such, monitors the Performance Improvement Plan and makes the recommendations to the superintendent or her or his designee about the teacher’s progress.  If an assistant principal has been collecting documentation such as observations, the assistant principal and the principal must confer about the Performance Improvement Plan.  

Article 2, § 22-1.293 of the Code of Virginia: Teachers, Officers and Employees, states, in part, the following:  A principal may submit recommendations to the division superintendent for the appointment, assignment, promotion, transfer and dismissal of all personnel assigned to his supervision.  Beginning September 1, 2000, (i) principals must have received training, provided pursuant to §22.1-253.13:5, in the evaluation and documentation of employee performance, which evaluation and documentation shall include, but shall not be limited to, employee skills and knowledge and student academic progress prior to submitting such recommendations; and (ii) assistant principals and other administrative personnel participating in the evaluation and documentation of employee performance must also have received such training in the evaluation and documentation of employee performance.  

Support Dialogue
The Support Dialogue is initiated by evaluators or teachers at any point during the school year for use with personnel whose professional practice would benefit from additional support.  It is designed to facilitate discussion about the area(s) of concern and ways to address those concerns.  The Support Dialogue process should not be construed as applying to poor performing teachers.  The option for a Support Dialogue is open to any teacher who desires assistance in a particular area. 

During the initial conference, both parties share what each will do to support the teacher’s growth (see sample prompts in Figure 6.2) and decide when to meet again.  To facilitate the improvements, they may choose to fill out the optional Support Dialogue Form on p. 75.  After the agreed upon time to receive support and implement changes in professional practice has elapsed, the evaluator and teacher meet again to discuss the impact of the changes (see sample follow-up prompts in Figure 6.2). 
Figure 6.2: Sample Prompts

	Sample Prompts for the Initial Conversation
What challenges have you encountered in addressing ________ (tell specific concern)?

What have you tried to address the concern of _______ (tell specific concern)?

What support can I or others at the school/worksite provide you?

Sample Prompts for the Follow-Up Conversation

Last time we met, we talked about ________(tell specific concern).  What has gone well? 

What has not gone as well?


The entire Support Dialogue process is intended to be completed in a relatively short time period (for example, within a six-week period) as it offers targeted support.  If the Support Dialogue was initiated by a teacher seeking self-improvement, the evaluator and the teacher may decide at any time either to conclude the process or to continue the support and allocate additional time or resources.
For teachers for whom the evaluator initiated the Support Dialogue, the desired outcome would be that the teacher’s practice has improved to a proficient level.  In the event that improvements in performance are still needed, the evaluator makes a determination either to extend the time of the Support Dialogue because progress has been made, or to allocate additional time or resources.  If the necessary improvement is not made, the employee must be placed on a Performance Improvement Plan.  Once placed on a Performance Improvement Plan the employee will have a specified time period (for example, 90 calendar days) to demonstrate that the identified deficiencies have been corrected. 

SAMPLE: Support Dialogue Form (optional)
Directions: Teachers and evaluators may use this form to facilitate discussion on areas that need additional support.  This form is optional and will not become part of a teacher’s permanent record.  

What is the area of targeted support?

What are some of the issues in the area that are causing difficulty?

What strategies have you already tried and what was the result?

What new strategies or resources might facilitate improvement in this area?

Teacher’s Name _______________________________________________________________

Teacher’s Signature _______________________________________   Date _______________

Evaluator’s Name _____________________________________________________________
Evaluator’s Signature ______________________________________   Date _______________

Performance Improvement Plan
If a teacher’s performance does not meet the expectations established by the school, the teacher will be placed on a Performance Improvement Plan (see Performance Improvement Plan Form on pages 78-79.  A Performance Improvement Plan is designed to support a teacher in addressing areas of concern through targeted supervision and additional resources.  It may be used by an evaluator at any point during the year for a teacher whose professional practice would benefit from additional support.  Additionally, a Performance Improvement Plan is implemented if one of the following scenarios occurs at the end of any data collection period:

· a teacher receives two or more “Not Evident” ratings at the interim review; 

· a rating of “Developing/Needs Improvement” on two or more performance standards; or

· a rating of “Unacceptable” on one or more performance standards or an overall rating of “Unacceptable.”

Implementation of Performance Improvement Plan

When a teacher is placed on a Performance Improvement Plan, the evaluator must: 
a) provide written notification to the teacher of the area(s) of concern that need(s) to be addressed; 

b) formulate a Performance Improvement Plan in conjunction with the teacher; and

c) 
review the results of the Performance Improvement Plan with the teacher within established timelines.

Assistance may include:

· assistance from a curriculum or program coordinator; 

· support from a professional peer or supervisor; 

· conferences, classes, and workshops on specific topics; and/or

· other resources to be identified.
Resolution of Performance Improvement Plan

Prior to the evaluator making a final recommendation, the evaluator meets with the teacher to review progress made on the Performance Improvement Plan, according to the timeline.  The options for a final recommendation include:
a)
Sufficient improvement has been achieved; the teacher is no longer on a Performance Improvement Plan and is rated “Proficient.”

b)
Partial improvement has been achieved but more improvement is needed; the teacher remains on a Performance Improvement Plan and is rated “Developing/Needs Improvement.”

c)
Little or no improvement has been achieved; the teacher is rated “Unacceptable.”

When a teacher is rated “Unacceptable,” the teacher may be recommended for dismissal.  If not dismissed, a new Performance Improvement Plan will be implemented.  Following completion of the Performance Improvement Plan, if the teacher is rated “Unacceptable” a second time, the teacher will be recommended for dismissal.

When a teacher with continuing contract status is rated “Unacceptable,” a Performance Improvement Plan will be developed and implemented.  Following implementation of the Performance Improvement Plan, additional performance data, including observations as applicable, will be collected.

Request for Review of an “Unacceptable” Rating

The teacher may request a review of the evidence in relation to an “Unacceptable” rating received on a Summative Evaluation or, as a result of a Performance Improvement Plan, in accordance with the policies and procedures of the school division.

SAMPLE: Performance Improvement Plan Form

(Required for a Teacher Placed on a Remediation Plan of Action)
Teacher ________________________________
School _______________________________
Grade/Subject ___________________________
School Year __________________________
Evaluator _______________________________
	Performance

Standard

Number
	Performance Deficiencies Within the Standard to be Corrected
	Resources/Assistance Provided;

Activities to be Completed by the Employee
	Target Dates
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Results of Performance Improvement Plan

	Performance

Standard

Number
	Performance Deficiencies

Within the Standard to be Corrected
	Comments
	Review Dates

	
	
	
	

	
	
	
	

	
	
	
	


Final recommendation based on outcome of Improvement Plan:

(
The performance deficiencies have been satisfactorily corrected: The teacher is no longer on a Performance Improvement Plan.

(
The deficiencies were not corrected: teacher is recommended for non-renewal/dismissal.

Teacher’s Name 


Teacher’s Signature _______________________________ Date Reviewed

Signature denotes the review occurred, not necessarily agreement with the final recommendation.

Evaluator’s Name 

Evaluator’s Signature ______________________________  Date Reviewed
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Activities

Improving Teachers’ Performance

Activities

Purpose:
The purpose of these activities is to provide evaluators with an opportunity to examine the administrative, legal, and ethical issues they may face when dealing with a poor-performing teacher. By participating in these activities, evaluators gain a greater appreciation for some of complex issues involved in working with sub-standard teachers, as well as some of the pitfalls to avoid.

Intended Audiences:
These activities are intended for use with division-level administrators and building-level administrators who provide feedback to teachers or other staff members. 

Suggested Directions:
Divide participants into small groups.  Groups read the scenarios and discuss the questions among themselves.  The facilitator then calls on various groups to talk about their responses and a whole group discussion ensues.  
Documentation In-basket

Remediation – A Tale of Two Teachers
Documentation Guidelines for Performance Evaluation

In-basket No. 1 – “How much is enough?”

Mark is a tenured teacher who has been with the school division for three years and currently is in his fourth year of teaching.  Review of his personnel file indicates that his performance in the past generally has been viewed as exceeding school division standards.  He was even the “Rookie Teacher of the Year” his first year with the division.  However, near the end of last year - his third year with the school division - his classroom performance began to slip a bit, particularly with instructional planning and in controlling student discipline.  Nonetheless, his overall performance was judged to be acceptable and he was granted continuing contract status.  

During the current year, there have been noticeable changes in Mark’s performance.  He has been calling in sick frequently, missing faculty meetings and, at times, his classroom appears to be unstructured and in total chaos.  Consequently, several parents have called the principal, Irene, to complain about Mark’s classroom and the lack of discipline.  But, because they feared that their children’s grades would suffer, the parents asked not to be identified; consequently, Irene placed the complaints in files she maintained on teachers.  She then made a notation on her calendar to speak with Mark about the complaints.  However, Stanford 9 testing had begun, extracurricular activities were in high gear, and she was not able to meet with Mark to discuss the complaints; thus, she left a note in his mailbox that indicated he needed to “improve his performance.”  The only record made of the note was on the principal’s calendar.

1.  Has the principal provided Mark with adequate notice of his deficiencies?

2.  What action can the principal take against Mark if his performance fails to improve?

Documentation Guidelines for Performance Evaluation

In-basket No. 2 – “How much is enough?”

Several other complaints had been lodged against Mark during this, his fourth, year by other staff members.  Irene noted the complaints, including the dates of the complaints and the names of the individuals, and then placed them in her personal file on Mark.  Because of Mark’s habitual absences, the principal could not find time to meet with him and discuss his performance declines prior to his formal post-observation conference following a classroom observation scheduled for November.

Finally, at the November conference, Irene informed Mark that his performance for the year was bordering on unsatisfactory and that numerous complaints had been lodged against him by parents and staff members.  She advised Mark orally of the complaints but did not produce any documents for his review.  She noted the discussion with Mark on the formal post-observation conference form, gave him a copy of the form, and placed the original in his official personnel file.

1.  Has the principal provided Mark with adequate notice of his deficiencies?

2.  What action can the principal take against Mark if his performance fails to improve?

3.  Can the principal use the parent telephone calls and the staff complaints as evidence should she recommend a negative personnel action against Mark?

Documentation Guidelines for Performance Evaluation

In-basket No. 3 – “How much is enough?”

After the formal announced observation in November, Irene decided to begin staging a series of unannounced observations to determine if Mark had heeded her warnings and had taken steps to remedy his classroom deficiencies.  From December through mid-February, Irene observed Mark’s classroom a total of five times.  

During the second unannounced observation, Irene noted that Mark continued to exercise little control over his class.  The lesson was unstructured and the children paid little attention to instructions, and they were disruptive several times.  After the third unannounced observation, Irene drafted a brief formal reprimand and scheduled a meeting with Mark to discuss the problems she observed.  

During the meeting, Irene advised Mark that he needed to take immediate action to change his classroom management practices; otherwise, she would have to recommend termination of his employment.  Mark promised to change his ways.  The principal gave Mark a formal copy of the reprimand and summary of their meeting, and placed copies of each in his personnel file.

1.  Has the principal provided Mark with adequate notice of his deficiencies?

2.  What action can the principal take against Mark should his performance fail to improve?

3.  What rights, if any, does Mark have?

4.  Should the principal have provided Mark with assistance for improving his classroom management skills?

Documentation Guidelines for Performance Evaluation

In-basket No. 4 – “How much is enough?”

By early March, Mark had made little improvement with his classroom instruction and management problems.  In fact, the problems had only become worse!  He blamed it on the group of children he had for the year – writing them off as an unruly bunch.  Frustrated by the course of events, and afraid that he would be dismissed for cause because he had made little progress ameliorating his deficiencies, Mark verbally informed Irene that he was leaving the school division to take a teaching job in a neighboring district.  However, in all the commotion, Mark forgot to file the appropriate resignation papers with the school division’s Central Office.

Mark then asked the principal if she would provide him with a letter of recommendation so that he could complete the application process with the new school division before the closing date of the position.  Relieved about the sudden turn of events, Irene happily provided Mark with a glowing letter of recommendation.  In the letter, she stated among other things that Mark was “Rookie Teacher of the Year” his first year with the division and that his departure was a substantial loss for the school.  Furthermore, the principal noted that he was an exemplary teacher whose skills and abilities would be sorely missed.

Mark was extremely grateful for the letter of recommendation and submitted it with his application for the new teaching position.  A copy of the letter was placed in Mark’s school personnel file.

1.  Are there any ethical concerns regarding the letter of recommendation?

2.  Should the principal have addressed Mark’s recent classroom instruction and management problems in the letter?  Why or why not?

3.  Is there any legal liability on behalf of the school division for Mark’s letter of recommendation?  

· To Mark?  

· To the neighboring school division?

Documentation Guidelines for Performance Evaluation

In-basket No. 5 – “How much is enough?”

Unfortunately, Mark did not get the position with the neighboring school division but luckily for him, he was able to keep his current position since he had forgotten to file his resignation papers before the contract deadline date.

Irene is panicked because, as is her customary practice, she destroyed her personal file on Mark which maintained the notes regarding parent and staff complaints against him.  Likewise, other than a few notes and the evaluation summary, there is little evidence contained in Mark’s personnel file regarding the decline in his classroom instruction and management skills.  Moreover, the personnel file contains the glowing letter of recommendation the principal wrote in support of Mark’s application to the neighboring school district.

1.  What action, if any, can the principal take regarding Mark’s poor performance in classroom management?

2.  What effect does the destruction of the principal’s personal file on Mark have on building a case for dismissal?

3.  What effect does the “glowing” letter of recommendation have on building a case for dismissal?

Documentation Guidelines for Performance Evaluation

In-basket No. 1 – “How much is enough?” (Answers)

Mark is a tenured teacher who has been with the school division for three years and currently is in his fourth year of teaching.  Review of his personnel file indicates that his performance in the past generally has been viewed as exceeding school division standards.  He was even the “Rookie Teacher of the Year” his first year with the division.  However, near the end of last year - his third year with the school division - his classroom performance began to slip a bit, particularly with instructional planning and in controlling student discipline.  Nonetheless, his overall performance was judged to be acceptable and he was granted continuing contract status.  

During the current year, there have been noticeable changes in Mark’s performance.  He has been calling in sick frequently, missing faculty meetings and, at times, his classroom appears to be unstructured and in total chaos.  Consequently, several parents have called the principal, Irene, to complain about Mark’s classroom and the lack of discipline.  But, because they feared that their children’s grades would suffer, the parents asked not to be identified; consequently, Irene placed the complaints in files she maintained on teachers.  She then made a notation on her calendar to speak with Mark about the complaints.  However, Stanford 9 testing had begun, extracurricular activities were in high gear, and she was not able to meet with Mark to discuss the complaints; thus, she left a note in his mailbox that indicated he needed to “improve his performance.”  The only record made of the note was on the principal’s calendar.

1.  Has the principal provided Mark with adequate notice of his deficiencies?

No.  Specificity of the problems on expected performance standards are missing.
2.  What action can the principal take against Mark if his performance fails to improve?

Not much!
Documentation Guidelines for Performance Evaluation

In-basket No. 2 – “How much is enough?” (Answers)

Several other complaints had been lodged against Mark during this, his fourth, year by other staff members.  Irene noted the complaints, including the dates of the complaints and the names of the individuals, and then placed them in her personal file on Mark.  Because of Mark’s habitual absences, the principal could not find time to meet with him and discuss his performance declines prior to his formal post-observation conference following a classroom observation scheduled for November.

Finally, at the November conference, Irene informed Mark that his performance for the year was bordering on unsatisfactory and that numerous complaints had been lodged against him by parents and staff members.  She advised Mark orally of the complaints but did not produce any documents for his review.  She noted the discussion with Mark on the formal post-observation conference form, gave him a copy of the form, and placed the original in his official personnel file.

1.  Has the principal provided Mark with adequate notice of his deficiencies?

Questionable due to the lack of detail.
2.  What action can the principal take against Mark if his performance fails to improve?

Simply provide support for improvement and take remedial measures.
3.  Can the principal use the parent telephone calls and the staff complaints as evidence should she recommend a negative personnel action against Mark?

Secret files are not acceptable for evaluation purposes.
· Questionable because Mark only notified that “numerous complaints” had been made (no specifics provided, no opportunity to review the information, and no opportunity to respond).

· Problem:  The further removed from an event that the evidence is provided or used, the less remedial value it has and results in a chilling legal effect.
Documentation Guidelines for Performance Evaluation

In-basket No. 3 – “How much is enough?” (Answers)

After the formal announced observation in November, Irene decided to begin staging a series of unannounced observations to determine if Mark had heeded her warnings and had taken steps to remedy his classroom deficiencies.  From December through mid-February, Irene observed Mark’s classroom a total of five times.  

During the second unannounced observation, Irene noted that Mark continued to exercise little control over his class.  The lesson was unstructured and the children paid little attention to instructions, and they were disruptive several times.  After the third unannounced observation, Irene drafted a brief formal reprimand and scheduled a meeting with Mark to discuss the problems she observed.  

During the meeting, Irene advised Mark that he needed to take immediate action to change his classroom management practices; otherwise, she would have to recommend termination of his employment.  Mark promised to change his ways.  The principal gave Mark a formal copy of the reprimand and summary of their meeting, and placed copies of each in his personnel file.

1.  Has the principal provided Mark with adequate notice of his deficiencies?

Still sketchy, but maybe.

2.  What action can the principal take against Mark should his performance fail to improve?

Recommend for dismissal or provide additional remediation.
3.  What rights, if any, does Mark have?

Full due process as specified in Virginia School Code 


§ 22.1-307 (Grounds for dismissal)


§ 22.1-309-313 (Procedures - notice, hearing, decision of school board)

4.  Should the principal have provided Mark with assistance for improving his classroom management skills?

Yes.  It is highly desirable if not mandatory if the behavior is remediable.
Documentation Guidelines for Performance Evaluation

In-basket No. 4 – “How much is enough?” (Answers)

By early March, Mark had made little improvement with his classroom instruction and management problems.  In fact, the problems had only become worse!  He blamed it on the group of children he had for the year – writing them off as an unruly bunch.  Frustrated by the course of events, and afraid that he would be dismissed for cause because he had made little progress ameliorating his deficiencies, Mark verbally informed Irene that he was leaving the school division to take a teaching job in a neighboring district.  However, in all the commotion, Mark forgot to file the appropriate resignation papers with the school division’s Central Office.

Mark then asked the principal if she would provide him with a letter of recommendation so that he could complete the application process with the new school division before the closing date of the position.  Relieved about the sudden turn of events, Irene happily provided Mark with a glowing letter of recommendation.  In the letter, she stated among other things that Mark was “Rookie Teacher of the Year” his first year with the division and that his departure was a substantial loss for the school.  Furthermore, the principal noted that he was an exemplary teacher whose skills and abilities would be sorely missed.

Mark was extremely grateful for the letter of recommendation and submitted it with his application for the new teaching position.  A copy of the letter was placed in Mark’s school personnel file.

1.  Are there any ethical concerns regarding the letter of recommendation?

Yes.

2.  Should the principal have addressed Mark’s recent classroom instruction and management problems in the letter?  Why or why not?

Either directly or indirectly.

3.  Is there any legal liability on behalf of the school division for Mark’s letter of recommendation?  

· To Mark? Probably not in this case.  NOTE:  Discuss qualified immunity
· To the neighboring school division? No, they didn’t hire him.  
              NOTE:  Discuss negligent hiring 
Documentation Guidelines for Performance Evaluation

In-basket No. 5 – “How much is enough?” (Answers)

Unfortunately, Mark did not get the position with the neighboring school division but luckily for him, he was able to keep his current position since he had forgotten to file his resignation papers before the contract deadline date.

Irene is panicked because, as is her customary practice, she destroyed her personal file on Mark which maintained the notes regarding parent and staff complaints against him.  Likewise, other than a few notes and the evaluation summary, there is little evidence contained in Mark’s personnel file regarding the decline in his classroom instruction and management skills.  Moreover, the personnel file contains the glowing letter of recommendation the principal wrote in support of Mark’s application to the neighboring school district.

1.  What action, if any, can the principal take regarding Mark’s poor performance in classroom management?

Not much.
2.  What effect does the destruction of the principal’s personal file on Mark have on building a case for dismissal?

Start over with documenting problems.
3.  What effect does the “glowing” letter of recommendation have on building a case for dismissal?

The letter doesn’t absolutely bar dismissing Mark, but it certainly will be a complicating factor.
Remediation – A Tale of Two Teachers

You are a middle school principal who is in the second year on the job.  It is getting close to the time that you have been dreading – completing those pesky teacher evaluations!  Since last year’s process was a breeze, you should be more optimistic about the whole process, but this year there have been some problems.  As you open your desk drawer and reach for the bottle of Mylanta (yes, it’s been that kind of year), you find the files of two teachers who have presented some very real problems that, in the long term, could have the potential for dismissal.  As you flip open the first file, you begin thinking about graduate school and how you wished you had participated in some simulations to help guide you through this mess.  Next, you reach for the school division’s policy manual and grumble about what you have to do next.

File No. 1:  Steve Gargie is a third year teacher with the school who would like to become tenured.  He teaches art.  Steve generally has demonstrated the potential for being a strong teacher although he performed marginally during his second year.  He had a problem keeping the students on task and the problem seems to be escalating this year.  He also has trouble controlling the class at times and has had a number of disciplinary matters sent to the office this year.

Last year, you gave Steve some very specific suggestions for keeping the students on task and provided him with a number of classroom management strategies.  Apparently, because his overall evaluation was satisfactory, Steve did not take your advice seriously.  

1.  What would you do with Steve?

2.  Are Steve’s problems remediable?

3.  Would you change your plan of action if Steve did not show potential for being a strong teacher?

File No. 2:  Greg Smithy is a 15 year veteran with the school.  He teaches science and, when needed, will pick up an accelerated math course.  Greg is a nice guy and is always willing to join a committee or sponsor a club in a pinch.  In the past, he has demonstrated good teaching skills and has always been evaluated as meeting school division standards.  In reality, however, Greg does have some problems with planning and delivery of instructional objectives.  In September, new performance standards were distributed, which included “Assessment of and for Student Learning” and “Instructional Planning.”  These standards were deemed critical for satisfactory job performance.

Your most recent observation of Greg in the classroom indicates that he is falling well short of the mark and the students are not getting the requisite information to prepare them for the SOL test.  You talked with Greg “on the record” regarding the school division expectations and he just doesn’t seem to get it.  You also sent him a letter summarizing the meeting and outlining suggested strategies and procedures for achieving the division standards.  Despite the fact that he is a seasoned veteran and has taken numerous staff development courses and classes at the local university on student assessment, curriculum and instruction, Greg just is not responding in a manner that is consistent with acceptable job performance.

4.  What would you do with Greg?

5.  Are Greg’s problems remediable?

6.  Would you handle Greg’s deficiencies differently than Steve’s?  Why or why not?
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Improving Teacher Performance

Briefs
Teacher evaluation is more than documenting the quality of teacher performance. It is also a means to improve teacher performance. This section provides three briefs to illustrate how teacher evaluation can help teachers improve their performance:

Brief #19 explores how to use the results of teacher evaluation to provide informative and rigorous feedback on teacher improvement. It also presents 12 professional development frameworks.

Brief #20 explains what an evaluation conference is, why it is important, and what the characteristics of effective evaluation conferences are. It also provides some tips for both evaluators and teachers on preparing an effective evaluation conference. 

Brief #21 explains what performance improvement plans are, as well as the rationale for such an intensive form of assistance and how to make it effective. 

These briefs can be used with evaluators and teachers to raise the awareness of how quality teacher evaluation can hold both of them accountable for the process and encourage professional growth in the teachers being evaluated. 

Brief #19: Use Teacher Evaluation to Improve Teacher Performance


Use evaluation to provide feeback 
on teacher improvement

Why just teacher evaluation is not enough?

Teacher evaluation is not an end in itself, but a means to an end—teacher improvement. Teacher professional growth is one of the essential reasons that a teacher evaluation system is designed and implemented. David et al. suggest that: 

School-based administrative and professional leadership play essential roles in determining the meaning and value of teacher evaluation in schools, and how teacher evaluation can extend beyond its ritualistic traditions to improve teaching and learning.
 

The leadership makes the difference between “perfunctory summative teacher evaluation and meaningful assessment of the teaching and learning process that has the potential to enhance the quality of teaching and student learning.”

How is teacher evaluation connected to teacher improvement according to the Guidelines?

In the Guidelines for Uniform Performance Standards and Evaluation Criteria for Teachers, if a teacher’s performance does not meet the expectations established by the school, the teacher will be placed on a Performance Improvement Plan. A Performance Improvement Plan is designed to support a teacher in addressing areas of concern through targeted supervision and additional resources. It may be used by an evaluator at any point during the year for a teacher whose professional practice would benefit from additional support. Additionally, a Performance Improvement Plan is implemented if one of the following scenarios occurs at the end of any data collection period:

· Teacher receives two or more “Not Evident” ratings at the interim review; 
· A rating of “Developing/Needs Improvement” on two or more performance standards; or

· A rating of “Unacceptable” on one or more performance standards or an overall rating of “Unacceptable.”

This process requires the evaluators to provide meaningful feedback on teacher performance, which should be generated based on the evaluation results and be conducive to teacher improvement. Feedback with the following characteristics is useful and will lead to more meaningful and successful professional development:

· Feedback focused on teaching and learning rather than other areas.

· Feedback relevant to performance standards that have been accepted by the teachers.

· Feedback that is contextual rather than context free. (The context that should be considered include the school’s mission and improvement goals; the curriculum and instructional goals; the teachers’ career histories, level of expertise, teaching styles and instructional goals; and the students’ cultural background, prior learning, current needs.)

· Feedback that is generated through analysis of deep, rich evaluation data rather than efficiently gathered, simple data.

· Feedback that is generated based on long-term, continuous data gathering rather than “one-shot” evaluations.

Forms of professional development 

Professional development takes many forms. Gordon summarized 12 professional development frameworks:

	Framework
	Description

	Training
	A cycle of skill development, classroom application, assessment, reflection, peer support throughout


	Coteaching
	Teachers plan lesson together, teach lesson together, collaborate in post-lesson analysis

	Lesson study
	Group identifies gap between desired and actual practice, set goals, carries out series of study lessons

	Clinical supervision
	Pre-conference, classroom observation, post-conference

	Peer coaching
	Peers engage in coaching cycles to transfer training skills to classroom, learn about teaching, or foster reflective decision making

	Study groups
	Small groups of teachers explore professional literature, provide collegial support, or work collaboratively to improve curriculum and instruction

	Action research
	Individual or group identifies focus area, gathers data, designs action plan, implements plan, evaluates results

	Reflective writing
	Includes journal writing, case writing, autobiography

	Teacher induction and mentoring
	Induction programs support beginning and new-to-the-district teachers, often include mentoring by experienced teachers

	Intensive assistance
	Special assistance for teachers not meeting performance expectations

	Self-directed professional development
	A teacher conducts a self-analysis of professional needs, then plans, implements, and assesses an individualized professional development program

	Portfolio development
	Can be for projects, the school year, or career; includes artifacts and reflections on beliefs, experiences, self-assessment, professional growth, and so on


Schools can use a combination of various frameworks within their overall professional development program. The results of teacher evaluation can provide important information to assist in the selection of frameworks to use.
 While working with teachers on performance improvement, the evaluators should link learning about instructional changes or innovations to teachers’ past experiences.
 The improvement plan should also include realistic timelines, expectations for improved performance, and evidence of changes in performance.
 At the end of implementation, teacher evaluation can be used for the assessment and improvement of the professional development plan. Based on the evaluation of teaching, professional development frameworks can be added, modified, or deleted, and the relationship of multiple frameworks can be reshaped.

Brief #20: Evaluation Conference
How to conduct a successful evaluation conference

What an evaluation conference is and why it is important

Throughout the teacher evaluation process, communication occurs between the evaluators and those being evaluated. However, the formal summative conference is the most significant and high-stakes communication event of the whole process. While the large majority of teacher and administrators in one study agree that “conferences between teachers and administrators are an important component of teacher evaluation,” only 34 percent of teachers and 12 percent of principals agree that such conferences between are done well.
 Essentially the evaluation conference confirms what has been communicated throughout the evaluation period. With regular feedback letting the teacher know where he or she has excelled and where there are concerns, there should be no surprises in the summary evaluation conference.
 As early as 1960s, MacGregor pointed out that an evaluation conference serves multiple purposes for teachers: 

· Administrative: to document performance for use in personnel decision making;

· Informative: to inform the employee about his or her work performance; and

· Motivational: to motivate employees to higher levels of performance.

In addition, a good evaluation conference can also serve problem-solving, strategy-developing, and goal-setting functions.

What makes an evaluation conference effective?

Helm and Maurrice suggested that the success of an evaluation conference is contingent on the careful preparation, not only by the principal but also by the teacher. They summarized steps that a principal and a teacher should take to prepare for an evaluation conference:
 

	Steps by the Principal
	Steps by the Teacher

	Set date, time, and place of evaluation conference after confirming with the teacher his or her availability at that time.


	Collect, organize, and analyze any documentation generated during the evaluation period (sample assignment, tests, student work, pictures of display, etc.).

	Give the teacher a copy of the evaluation form, requesting that he or she use it for self-appraisal, if applicable.
	Review the job description, previously set goals or objectives, and district or school mission statements.

	Ask the teacher to organize, review, and submit any performance documentation collected.
	Complete a copy of the evaluation form provided by the principal.

	Ask the teacher to be prepared to discuss successes, unmet challenges, factors interfering with his or her best performance, and what the principal or school system can do to help the teacher achieve his or her goals.
	Identify major strengths and successes of the year.

	Review any job description, previous evaluation, or documentation about the teacher’s performance, along with any performance goals that were set for the evaluation period.
	Identify any unmet expectations or goals and analyze possible reasons for failure to meet them; pay careful attention to factors both within and outside the teacher’s control.

	Complete a tentative evaluation and prepare notes summarizing the teacher’s successes and concerns.
	Identify areas for growth (improvement or new directions) and possible goals or objectives for the next year.


	Plan a “script” for addressing concerns tactfully.
	Identify how the principal or school system can help the teacher achieve greater effectiveness. 

	Prepare questions to enable the teacher to provide meaningful analysis of his or her strengths and areas for improvement.
	


Helm and Maurice also summarized what literature says about the characteristics of effective evaluation conferences
:

· Two-way communication: Principals who are good listeners can obtain more useful information about teacher’s performance and development needs, and greater teacher commitment.

· Balanced review of past performance and plans to improve future performance: An evaluation conference is more than summarizing past or present performance. It also includes setting performance goals and developing professional growth plans.

· Recognition of teacher strengths and successes: Emphasizing what the teacher has done well can enhance his or her motivation and morale for better performance.

· Identification and analysis of problems affecting the teacher’s performance: Encourage the teacher to identify and analyze the reasons for unmet performance expectations. The principal also identifies performance problems overlooked or unconfessed by the teacher tactfully, and pursues joint problem-solving by being willing to give the support the teacher needs.

· Teacher initiation of goals for the next evaluation cycle. Teacher-initiated goal-setting can create a sense of ownership and increase the commitment to accomplish the goals. The principal should also be prepared to offer goals when the teacher is unwilling or unable to suggest some.

Brief #21: Performance Improvement Plans for Marginally Performing Teachers
Intensive assistance to help strugGling teachers
What is a Performance Improvement Plan?

When a teacher consistently has less than proficient performance, the principal needs to make a good faith effort to help remediate the deficiencies in the teacher’s practice before dismissing her/him.
 Developing and implementing Performance Improvement Plans are important processes to assist poorly performing teachers. An improvement plan is the “bridge between the demands for high quality instruction and the reality of poorly performing teachers.”
 It is an opportunity and support that teachers receive from the principal to correct their deficiencies. If a teacher was placed on a Performance Improvement Plan, she/he is required to successfully complete the plan within a specified period.

What is improvable behavior?

Irremediable behavior has been defined by case law as behavior that has a seriously damaging effect on students or the school community or the deficiency is so egregious that it justifies immediate dismissal. However, generally, teaching responsibilities (such as classroom instruction, classroom management, etc.) or professionally-related behavior on the job is improvable.

Why an improvement plan? A foundation for teacher dismissal and a strategy to support marginal teachers
One of the deficiencies of current teacher evaluation is that it does not have an impact on teacher quality—few teachers are rated unsatisfactory, and even when they are identified as ineffective few of them are removed from teaching. In a survey of Virginia principals, five percent of the teachers in their schools were incompetent; however, only 2.65 percent were documented formally as being incompetent. The typical principal with a staff of 100 teachers identifies 1.53 incompetent tenured teachers per year and put 0.68 teacher on a Performance Improvement Plan, encourages 0.37 teacher to resign or retire, reassigns 0.29 teacher, and recommends dismissal for 0.10 teacher.

However, retaining ineffective teachers comes with a big cost—student learning. Hanushek posited that if the bottom 6-10 percent of teachers in terms of effectiveness could be removed from classrooms, student achievement would be increased by one-half standard deviation.
 Similarly, Gordon, Kane, and Staiger also estimated that if the Los Angeles school district were to drop the bottom quartile of teachers, the district could raise overall student achievement by 14 percentile points over several years.

Through incorporating a Performance Improvement Plan, principals can document all the evidence that leads to a recommendation of termination or nonrenewal of contract. In addition to facilitating ultimate personnel decision-making, a Performance Improvement Plan is a form of intensive assistance to marginal teachers who have challenges in meeting the performance standards.
 Tucker explained that principals need to be actively involved in supporting struggling teachers: 

“Every administrator committed to taking his or her school to the next level of excellence should provide assistance to struggling teachers. They have an ethical obligation to do so because successful remediation affects many people. Students and their parents benefit because it ensures a quality educational experience. For teachers, remediation reflects the school system’s concern for its teachers’ professional development. Dedicated administrators know that whole-school improvement won’t happen unless everyone performs well, and helping each teacher do so is an integral part of an instructional leader’s role.”

What are the features of an effective Performance Improvement Plan?

Developing, implementing, and evaluating a Performance Improvement Plan can be very time consuming. Good improvement plans address the specific performance to be improved, resources needed for improvement, follow-up assessment of improvement, benchmark of progress, and criteria for satisfactory performance.
 Tucker suggested that a Performance Improvement Plan typically has at least six components:

	Component
	Description

	A definition of the problem
	Precisely describe the remediable problems of the teacher and relate the describe problems to the evaluation standards.

	A statement of the objectives
	Clearly identify the objectives or goals to reflect what expected correction or improved performance should look like.

	Intervention strategies
	Teachers should play a central role in determining the intervention strategies for their circumstances. The intervention strategies include observation and feedback from content specialists, demonstration by master teachers, coaching, visits to other classrooms, coursework, and district-based topical workshops.(

	A timeline
	Develop a reasonable and firm timeline based on the identified objectives.

	Procedures to collect data
	Collect data from multiple sources to create a complete picture of the teacher’s performance.

	A final judgment
	Interpret data collected to make a final judgment of whether the teacher has attained the improvement plan’s objectives. If not, the principal needs to decide whether the improvement plan continues with modifications or there is enough justification for dismissal.


( When discussing what kind of activities or experiences should be incorporated into a Performance Improvement Plan, Stronge and Tucker summarized that based on case law of teacher dismissal and evaluation theory, the following activities and experiences can be considered:

· The evaluator and any other supervisory personnel with specialization in the teacher’s area of deficiency may make suggestions for improvement.

· Require the teacher to be observed by one or more specialists.

· Require the teacher to enroll in courses, workshops, or seminars designed to provide the knowledge or skills she or he needs to improve to a satisfactory level.

· Require the teacher to videotape his or her performance and view the tapes.

· Assign a consulting teacher who is not only qualified but willing and supportive as well.

· Request the service of an assistance team.

Ultimately, it is the teacher’s responsibility to improve his/her performance based on evaluative feedback, but the school system must provide assistance for the improvement to the extent feasible to demonstrate a good faith effort on their part. If a teacher fails to meet the expected objectives despite assistance, the Performance Improvement Plan can be used to demonstrate that the decision of dismissal is not capricious or arbitrary.

Part: 6
Improving Teacher Performance

Resources

Conferencing Skills

Establish your evaluation schedule early in the year

· Observation times

· Make-up times

· Conference planning time

· Conference times

Pre-conference

· Notify teachers in writing of dates

· Choose a neutral site for the conference

· Inform teachers of needed materials for the conference

· Review your notes (observation, etc.)

· Establish priorities for the conference

Conference

· Establish a comfortable, relaxed atmosphere

· Invite the teacher to share his/her self-appraisal first

· Strengths

· Weaknesses

· Major goals/Assessment of attainment

· Strategies for achieving goals

· Share your perceptions of performance

· Be prepared to offer specific recommendations for ways to improve performance

· Conclude with a summary of main accomplishments and review one or two areas for professional growth

Post Conference

· Complete follow-up forms in a timely manner

· File notes/observations/recommendations

· If it’s not written down, it never happened.
Tips

· Elements of Effective Conferences

· Two-way communications (80/20 exchange)

· Balanced review of past performance and future goals

· Recognition of specific strengths

· Identification and analysis of problems

· Teacher initiation of goals for next cycle

· Application of Adult Learning

· Involve the adult in his/her own learning

· Give concrete and specific feedback

· Provide clear statements

· Elicit the adult’s opinions

· Use time efficiently

Suggest further steps to expand skills

· Drawing Out Teacher Responses

· Practice silence, longer wait time

· Ask open-ended questions

· Remember to talk less

· Probe for realistic reasons for problems

· Ask for specific clarification of issues

· Concentrate on performance-related issues

· Consider...

· Specific opening questions

· Facilitating questions

· Reflective questions

· Growth questions

· Closing statements

· Post-conference Reflection

· Did you put the teacher at ease?

· Did you allow and encourage the teacher to do most of the talking?

· Did you promote honest self-assessment by the teacher?

· Were you clear about strengths and areas of improvement?

· Did the teacher “hear” you?
Additional Resources to Consider
Archibald, S., Coggshall, J. G., Croft, A., & Goe, L. (2011). High-quality professional development for all teachers: Effectively allocating resources. National Comprehensive Center for Teacher Quality. Available online: http://www.tqsource.org/publications/HighQualityProfessionalDevelopment.pdf
This brief discusses current research and policy related to high-quality professional development, factors that need to be considered when making resource allocation decisions, and a description of evaluation methods for professional learning activities. The report explores ways to select high-quality professional learning activities, allocate resources for high-quality learning activities, and evaluate the impact of professional development.
Gordon, S. P. (2006). Teacher evaluation and professional development. In J. H. Stronge. (Ed.). Evaluating teaching: A guide to current thinking and best practice (2nd ed.) (pp. 268-290). Thousand Oaks, CA: Corwin.

This book chapter provides a synthesized view on the interrelationships between teacher evaluation and professional development—two key leadership functions in our schools. The author briefly reviewed the general characteristics of successful professional development programs. Twelve frameworks for professional development were presented. In addition, the author also provided practical guidance on how to integrate multiple frameworks to maximize teacher improvement.
Helm, V. M., & Maurice, H. S. (2006). Conducting a successful evaluation conference. In J. H. Stronge. (Ed.). Evaluating teaching: A guide to current thinking and best practice (2nd ed.) (pp. 235-252). Thousand Oaks, CA: Corwin.

In this book chapter, the authors explained why there is a need for evaluation conference. They also proposed the steps that a principal and a teacher need to take to prepare for the evaluation conference. Five characteristics of effective evaluation conference were presented. In addition, the authors also provided a number of useful strategies that facilitate productive teacher talk during conference.
Stronge, J. H., & Tucker, P. D. (2003). Handbook on teacher evaluation: Assessing and improving performance. Larchmont, NY: Eye on Education.
The book offers a practical guide to establishing a teacher evaluation system based on the conceptual model of goals and roles. The book is a series that will also address educational specialist and administrator evaluation. Part I of the book overviews evaluation and the foundation for the various components of an evaluation system. Part II contains sample domains, performance responsibilities, and performance indicators for several different teaching positions ranging from general classroom teachers to special education teachers. Part III presents samples of the various forms used in the evaluation system.

Tucker, P. D. (2001). Helping struggling teachers. Educational Leadership, 58(5), 52-55.

This article provides useful guidance for principals to develop assistance plans for teachers who failed to meet the evaluation standards. The author proposed that an effective remediation plan should have at least six components: a definition of the problem, a statement of objectives, intervention strategies, a timeline, procedures to collect data, and a final judgment. Some advices were provided to administrators as they work with marginally performing teachers.

The teacher’s signature denotes receipt of the form, and acknowledgment that the evaluator has


notified the employee of unacceptable performance.





Teacher’s Name 	





Teacher’s Signature ___________________________________   Date Initiated	





Evaluator’s Name 	





Evaluator’s Signature _________________________________   Date Initiated	











� These sections are to be completed collaboratively by the evaluator and the teacher.  Pages may be added, if needed.
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