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ROLE DESCRIPTION

POSITION TITLE: Assistant Superintendent

JOB GOAL:

To assist the superintendent in the task of providing leadership in
developing, achieving, and maintaining the best possible educational
programs and services.

REPORTSTO: Superintendent

SUPERVISES: Such staff members as the superintendent may designate.

PERFORMANCE RESPONSIBILITIES:

1

10.

11.

12.

13.

Develops and communicates a clear statement of vision for the area of assigned
responsibility.

Develops and communicates a clear program mission.

Creates an environment conducive to high levels of performance and
professionalism.

Serves as aleader for program quality and actively works with the staff to
improve level of performance.

Monitors performance of program staff.
Promotes a climate of high expectations for program staff.

Performs program responsibilities and tasks within areas of assigned
responsibility.

Complies with federal and state laws and state and local board policies.

Provides opportunities for professional growth through staff development of
assigned personnel.

Demonstrates proficiency in written and oral communication.
Assumes responsibility for personal professional growth.
Participates in aformal community/public relations program.

Demonstrates professional ethics.
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ROLE DESCRIPTION

POSITION TITLE: Director

JOB GOAL:

To provide leadership in the development, implementation, and evaluation
of a specific areafor the benefit of the system’s total educational program

REPORTSTO: To be determined by LEA’S

SUPERVISES: To be determined by LEA’s

PERFORMANCE RESPONSIBILITIES:

1

10.

Provides effective leadership in planning, developing, implementing and evaluating
comprehensive programsin area of responsibility.

Assists with budget preparation, coordinates with other departments to assure maximum
services, and maintains records/reports/inventories in accordance with policies.

Assistsin selection and placement of personnel, delegates responsibility, and supervises
and evaluates staff.

Plans and accomplishes personal professional growth and demonstrates professional
ethics.

Demonstrates proficiency in written and oral communication.

Develops and implements a plan for professional growth of staff assigned to area of
responsibility.

Interprets, supports, and complies with federal and state laws and state and local board
policies.

Takes aleadership role in improving education.
Demonstrates effective interpersonal relations skills.

Serves as a consultant.
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ROLE DESCRIPTION

POSITION TITLE: Supervisor

JOB GOAL:

To provide leadership in the development, implementation, and evaluation
of aspecific areafor the benefit of the system’s total educational program.

REPORTSTO: To be determined by LEAS

SUPERVISES: To be determined by LEAS.

PERFORMANCE RESPONSIBILITIES:

1

10.

11.

12.

13.

Establishes and implements clear goals and specific achievement objectives for the
area(s) supervised.

Interprets and supports the policies established by federal and state laws and state and
local board policiesin the are(s) supervised.

Demonstrates effective interpersonal relations skills.

Plans and accomplishes personal professional growth and demonstrates professional
ethics.

Takes aleadership role in improving education.
Performs routine duties in a professional and responsible manner.

Plans, implements, and evaluates instructional programs including learning objectives
and instructional strategies for designated areas of responsibility.

Serves as a resource person in the area supervised.

Demonstrates effective application of leadership and management skills.
Demonstrates proficiency in written and oral communication.

Provides information on the status of the area supervised.

Seeks resources.

Prepares and administers budgets.
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ROLE DESCRIPTION

POSITION TITLE: Coordinator

JOB GOAL:

To plan, organize, and implement programs in assigned area.

REPORTSTO: To be determined by LEAS

SUPERVISES: To be determined by LEAS

PERFORMANCE RESPONSIBILITIES:

1

10.

11.

12.

13.

Establishes and implements clear goals and specific achievement objectives for the
area(s) assigned.

Establishes general practices and procedures for assigned area(s) of responsibility.

Keepsinformed of and complies with federal and state laws and state and local board
policies affecting area(s) of responsibility.

Evaluates existing programs as an ongoing responsibility and recommends changes as
needed.

Monitors programsin area of responsibility.

Keeps current with new ideas and exemplary practices.

Compiles, maintains, and files written records and reports of all programs in area of
responsibility.

Plans, organizes, and implements district-wide training programs for personnel in area(s)
of responsibility.

Provides appropriate orientation for teachers and staff members.
Serves as a resource person.

Demonstrates proficiency in written and oral communication.
Demonstrates effective interpersonal relation skills.

Plans and accomplishes personal professional growth and demonstrates professional
ethics and leadership.

-viii-
MAY 1, 2002



ROLE DESCRIPTION

POSITION TITLE: Program Specialist

JOB GOAL:

To develop ways in which the school and system’ s objectives may be
improved in the content field, by creating and maintaining superior
standards of teaching and learning.

REPORTSTO: To be determined by LEAS

SUPERVISES: To be determined by LEAS

PERFORMANCE RESPONSIBILITIES:

1

2.

10.

11.

12.

13.

Devel ops teaching strategies to implement new curricula.

Conducts inservice workshops for teachers in the content area.

Performs classroom visitations and demonstrations.

Participates in curricula devel opment.

Works with individuals and groups to accomplish program objectives.
Provides information to staff on major trends and devel opments in the content area.
Assists in writing and constructing performance criteria for students and staff.
Orients program staff in the content area.

Recommends and assists in securing relevant materials for programs.
Demonstrates effective interpersonal relations skills.

Demonstrates proficiency in written and oral communication.

Plans and accomplishes personal professional growth and demonstrates professional
ethics and leadership.

Complies with federal and state laws and state and local board policies affecting area(s)
of responsibility.
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WHO EVALUATES CENTRAL OFFICE ADMINISTRATORS

The primary evaluator of the central office administrator should be the superintendent. However,
additional persons can be involved in the process as data collectors. The distinction is quite
simple. The evaluator isthe person responsible for rendering value judgments about the central
office administrator’ s performance. A data collector, on the other hand, is someone trained to
administer certain assessment instruments and procedures, collect the resulting data and pass
them on to the evaluator for consideration in the judgment. In the Alabama central office
administrator evaluation program, the evaluator (superintendent) may or may not be the sole data
collector.

If there are to be data collectors in addition to the evaluator engaged in the evaluation of a central
office administrator, there are certain criteriafor approval of those personsto servein that role:

1. All data collectors (including evaluators) must be trained as evaluators and meet al
standards established for evaluator “ certification”.

2. If adata collector from outside the school system (LEA) isto be employed to assist
the evaluator, he/she must meet the established standards for evaluators and be
approved for thisrole by the local Board of Education. Liability of the data collector
isthe responsibility of the LEA.

3. Anexternal data collector cannot participate in the evaluation of afirst year central
office administrator.

4. A datacollector cannot be responsible for a) completing the Supervisor’s Review
Form, b) completing and signing the Evaluation Summary Report (ESR) or
conducting the Evaluation Summary Conference (data collector may participate in the
summary conference).

Note: If there are administratorsin the school system other than the superintendent to whom the
central office administrator is accountable for performance in one or more areas covered by the
Supervisor’'s Review Form, the evaluator (superintendent) may go to those persons for
information regarding the central office administrator’s performance in those areas.
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EvALUATOR CODE OF ETHICS

Evaluators shall conduct themselvesin a professional manner at all times during the
evaluation process.

Evaluators shall not communicate, either directly or indirectly, regarding any issue
concerning the evaluation process of the central office administrator’s personal
qualifications with any person except the immediate supervisor(s) to whom evaluation
results are to be reported.

Evaluators shall not knowingly misrepresent the qualifications or performance of a central
office administrator.

Evaluators shall not knowingly make false or malicious statement(s) about a central office
administrator.

Evaluators shall not accept any gratuity, gift, or favor that might impair or influence the
evaluation process.

Evaluators shall not evaluate persons from their own immediate families and other relatives
including aunts, uncles, nieces, and nephews.

Evaluators shall try to optimize the assessment situation and devel op appropriate rapport
with Central Office Administrators.

Evaluators shall not receive or divulge secured information used in evaluator training
including test keys (interview keys), copies of tests, or reliability records.
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BELIEFSAND PRINCIPLES

Evaluation of programs and practicesis essential to any ongoing effort to improve any
profession. Evaluation is not apart from but a part of the educational process. However, sound
evaluation practices must be based on a set of beliefs and principles that are congruent with the
outcomes desired.

Below are the fundamental beliefs about the Alabama Professional Education Personnel
Evaluation Program, the Central Office Administrators, evaluators, and the evaluation process
and evaluation instruments. Hopefully, they reflect what educators across Alabama believe and
desire to accomplish, just asthey reflect the beliefs and goals of the many educators who have
contributed to the development of this evaluation system.

THE PROGRAM

1. Theprimary goa of the evaluation program is the improvement of teaching and learning.
2. A sound personnel evaluation program focuses on performance rather than credentials.

3. To be useful, the personnel evaluation program must be coupled with a strong professional
development program.

4. To be useful, the personnel evaluation program must be coupled with strong programs of
student and program assessment.

THE CENTRAL OFFICE ADMINISTRATOR

1. Educators, whether teachers or administrators, want to be competent professionals.
2. All educators can improve performance.
3. Itispossibleto assess differencesin educator performance.

4. Essential to competent performance in any position is a nucleus of practices and behaviors,
which can be identified, assessed, and improved.
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THE EVALUATOR

1.

2.

Rigorous and comprehensive training is essential for an evaluator.

Evaluators must have a commitment to the improvement of education and to assisting others
in their improvement.

The evaluator must be fair, objective, honest, ethical, and of high moral character.

THE PROCESS

1.

2.

The evaluation process should not discourage diversity in professional behavior.

Multiple data sources and data collection procedures are necessary to obtain areliable picture
of professional practice and behavior.

Effectiveness of educational practices and central office administrator behavior must be
assessed in light of learner characteristics and needs; teacher/staff characteristics and needs,
and school and/or school system characteristics, needs and organizational structures.

The evaluation process should focus on the identification of patterns of behavior.

THE EVALUATION INSTRUMENTS

1.

2.

No single instrument is adequate for assessing educator performance.

Evaluation instruments must be developed from the criteria upon which Central Office
Administrators are to be assessed.

Instruments must be understood by all professional educators in the school system.

Instruments must assess the performance of knowledge and skills considered important to
effective teaching, effective administration, and effective schools.
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CENTRAL OFFICE ADMINISTRATOR EVALUATION SYSTEM
EVALUATOR STANDARDS

Evaluator approval is based on performance during training which is measured in two ways:

1. Knowledge Test
2. Performance Skills

1. KNOWLEDGE TEST

All evaluators must demonstrate 80% accuracy.

2. PERFORMANCE SKILLS

Evaluators of central office administrators must demonstrate reliability in scoring one (1)
knowledge/skill area, in developing arationale/justification for the score, and in creating one
professional development objective and related activities to address weaknesses identified.

Reliability will be based on agreements of scores/interpretations and rationales.

In addition to the demonstration of reliability, the evaluator will be assessed on the ability to:
» conduct an interview
e anayze acompleted portfolio
* anayzeresults of surveys
» complete a Supervisor's Review Form
» anayze completed Professional Development Plans

» compile evaluation datafrom the several data sources and complete the Evaluation
Summary Report accurately

» identify appropriate areas of focus for the Professional Development Plan and
produce a PDP

Note: Evaluators of central office administrators who have successfully met evaluator standards
for the principal system must undergo training in the central office administration system and
must be knowledgeable of the differences between the two systems in order to meet evaluator
standards.
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THE SUMMATIVE COMPONENT OF THE CENTRAL OFFICE EVALUATION SYSTEM
CENTRAL OFFICE ADMINISTRATOR PERFORMANCE STANDARDS

In October 2000, an administrator eval uation advisory committee/standard setting panel of
Alabama educators and business | eaders recommended, and the State Superintendent approved,
minimum standards of acceptable performance for central office administrators evaluated with
the PEPE Central Office Administrator Evaluation System. In February 2001, the State Board of
Education approved performance standards for al certificated personnel (excluding
superintendents). In addition, the performance standards may be used by Local Education
Agencies (LEAS), if approved by local boards of education, to guide performance-based
decisions that affect the employment and status of educators.

Guiddines For Use of The Standards

1. A central office administrator evaluated with the Alabama Professional Education
Personnel Evaluation System for Central Office Administrators should achieve a
composite knowledge/skill area score of 39 or higher in his’her most recent eval uation.
The composite score shall be developed by summing the scores achieved on
knowledge/skill areas 1 through 13. A central office administrator shall be expected to
maintain a composite knowledge/skill area score of 39 or higher in all subsequent
evaluations.

2. Local Education Agencies that have developed their own central office administrator
evaluation systems and are using a summative component must establish minimum
standards for educator performance at least comparable to those approved for the State
model. The LEA should then apply those standards in performance-based decisions that
affect employment and status.

Note: For systems using the summative component, a comprehensive plan with detailed policies,
procedures, and activities, should be developed. At a minimum, an individual whose
performance falls below the performance standard should be placed on annual evaluations with
intensified professional development plans until improvements or future employment decisions
have been made.

A panel of educators will periodically review the PEPE educator performance standards and, if
applicable, recommend to the State Superintendent any changes in the standards that appear to be
warranted.
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INTRODUCTION/BACKGROUND

I ntroduction

For nearly two decades, an ever-expanding body of research has consistently indicated that
excellence in schools is more directly related to the performance of their administrators and
teachers than to anything else. School districts that implement strong performance-evaluation
programs, linked with provisions and opportunity for strong professional growth and

devel opment, obtain marked improvements in educational quality. Educators do their jobs
better; students excel both personally and academically and, as a result, community support for
schools escal ates proportionately.

Acceptance of these findings and their promising outcomes was one of the primary factors that
prompted the State Board of Education, in 1988, to adopt a resolution requiring the evaluation of
al professional public education personnel either by a state-devel oped evaluation system or by
one which each school system may opt to formulate pursuant to Board-established criteria. It
also provided the impetus for the State Legislature, shortly thereafter, to enact legislation
endowing the School Board’ s resolution with the full force of law.

The Alabama Professional Education Personnel Evaluation Program for Central Office
Administrators addresses the above enactments and is the product and culmination of the intense,
informed and dedicated efforts of the many educational practitioners who participated in its
development. In many respects, the resultant approach is a salient departure from numerous
other evaluative approaches currently in use in many school systems nationwide. Rather than
focusing on personal traits, which may or may not relate to the quality of performance, the
program concentrates on competencies and knowledge/skills which effective educators are
known to possess, on performance standards, and on results. The evaluation program’s primary
goal isthe improvement of teaching and learning; and it seeks to effect growth, collegiality and
assistance as opposed to dismissal or demotion.

Unlike some assessment processes, The Alabama Evaluation Program for Central Office
Administratorsis predicated on the belief that because the leadership and management processes
in aschool system environment are extremely complex, multiple data sources and data-collection
tools are necessary to obtain an accurate appraisal of professional practices and needs. And
while no personnel evaluations are absolutely objective in the sense that they are completely
devoid of supervisory judgment, the plan presented in this manual does help to ensure that such
judgments are not capricious and arbitrary. Instead, these judgments are supported not only by
reliable and valid data, but also defensible rational es derived through a structured process of data
collection, interpretation, and inference.

This evaluation manual provides a description of the nature and interrel ationship of the various
components comprising the Alabama Evaluation Program for Central Office Administrators.
The manual’ s organization is relatively straightforward. Acknowledgments, the background of
the evaluation system, and an overview of the program’s design and criteria are followed by a
detailed presentation of each assessment instrument and of related procedures for collecting,
scoring, synthesizing, and utilizing evaluative data and results.
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Background

In August 1996, the State Superintendent of Schools, Dr. Ed Richardson, assembled atask force
of educators and representatives of the private sector to review the current competencies for
educational administrators. This task force was to revise the competencies, as needed, to match
the educational reform and school accountability initiatives underway. It had been almost eight
years since the initia sets of competencies had been developed by a similar task force.

The task force provided their insights into current and future requirements of school and school
system administrators. Their work was augmented by review and integration of essential
elements of the sets of administrator competencies formerly used in the PEPE administrator
evaluation systems and the national standards produced by a consortium of states working under
the auspices of the Council of Chief State School Officers, i.e., The Interstate School Leaders
Licensure Consortium (ISLLC) Standards. The new Alabama standards for central office
administrators have incorporated the research, best practice, and forward thinking found in all
three foundational pieces. the work of the 1996 Alabamatask force, the former set of
competencies and indicators for Alabama central office administrators and, the ISLLC standards.
However, these Alabama standards are written in the same format as that employed by the
developers of the ISLLC standards.

Between August 1996 and February 1997, the competencies for central office administrators,
now presented in the document entitled Framework for Recruitment, Selection, Devel opment,
and Evaluation of Alabama School Administrators: Central Office Administrators, were
reviewed by administrators, higher education faculty responsible for the preparation of
administrators, and teacher groups statewide. The Framework was finalized in March 1997, and
approved by the Administrator Evaluation Advisory committee during this same month. This
Framework is contained in Appendix A of this manual.

The Framework, which can best be seen as an evolution of the original central office
administrator competencies is different enough in structure and content that it requires substantial
revisionsin evaluation instruments and procedures used to measure central office administrator
performance, knowledge, and skills. In addition, the evaluation system must serve three
purposes: 1) creation of datato be used in the evaluation and state accreditation of administrator
preparation programs, 2) the creation of datato the used for summative evaluation decisions by
LEAswho elect to use the system in thisway, and 3) creation of a database that can be used to
assist the administrator in improving his’/her knowledge, skills, and performance. Proposed
revisions to the evaluation system were approved for field testing by the Administrator
Evaluation Advisory Committee in July 1998. A field test of the evaluation system for central
office administrators was conducted during Spring 2000.

Thefield test had two purposes. First it was atest of data gathering methods and procedures
proposed for use in determining central office administrator competence in the competencies,
tasks, and related knowledge/skills areas. Second, central office administrator scores and related
information for the field test were used to establish standards for acceptable central office
administrator performance. These standards will be used to assess the adequacy of administrator
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preparation programs and to grant program approval. However, the same standards can be used
by LEAs for the purposes of continuing employment, promotion and/or salary adjustment, if they
choose to do so. The results of the field test were also used to target needed professional
development activities for administrators.

In October 2000, a task force of educators met to review the field test data, recommend changes
to the evaluation system, and set minimum standards of acceptable performance. These
standards were based on the results of the field test. The adequacy and appropriateness of the
performance standards established on the basis of the field test datawill be reviewed at the end of
each of the first three years of implementation of the evaluation system and periodically
thereafter. Adjustments will be made as necessary.

Central office administrators and their evaluators who participate in the PEPE evaluation system
will find that the evaluation data collected relies heavily on evidence of performance provided by
the central office administrator. Although some instruments and procedures have been retained
from the former evaluation system, the central office administrator will be providing information
in the form of documents or plans of which he/she has been a primary architect, analysis of
surveys provided to various stakeholder groups, school system student data, and other means of
documenting applied knowledge and skills that contribute to leadership and improvement in
student learning and achievement. Detailed information on the instruments and proceduresis
provided in later sections of this manual.

The evaluation process is not entirely competency/task specific asin the former evaluation
system, since required knowledge and skills found in the Framework cut across competency
areas. For example, communication knowledge and skills of various types are found in at least
thirteen competencies and related tasks defined throughout the Framework. In the former
system, arequired skill was defined within one competency area. This change requires
measurement of clustered knowledge and skills, rather than competencies and tasks.

Although the 4-point scale has been retained, the central office administrator and the evaluator
will find that scoring procedures in the system will be different from those found in the former
system. To some extent, the scoring procedures have been smplified since the process generates
only 13 scores.
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How THE CENTRAL OFFICE ADMINISTRATOR EVALUATION SYSTEM WORKS

I ntroduction

In Alabama s former central office administrator evaluation system, data were collected for 6
competencies, 20 indicators of performance and 92 definition items. While 5 competencies and
18 tasks comprise the Framework For Recruitment, Selection, Development, and Evaluation of
Alabama Administrators. Central Office Administrators (see Appendix A), data collection and
analysis really focus on 13 areas of required knowledge and skills that cut across the tasks
performed by these administrators. Some examples of this crosscutting are in order.

If one reviews the Framework carefully, he/she will find that knowledge and skillsin
communication appear in al five competencies and in 13 tasks identified within those

competencies.
Competency

A

Tax

. Create an environment of quality

. Create and implement avision

. Coordinate school/system

planning

. Monitor and evaluate progress

. Develop customer orientation

. Recruit, select, retain quality staff

. Supervise and evaluate staff

. Promote and |lead professional

development

Communication K nowledge/Skills

articulates intended changes in ways
consistent with values of system

uses variety of interpersonal skills

possesses and uses oral and written
communication skills (speak and
write fluently)

communi cates assessment datain a
compelling manner causing change

communicates results and plansto
all stakeholders

communi cates customer orientation
to stakeholders

communicates vision, mission,
goalsto faculty, staff candidates

communicates evaluation policies
and procedures clearly (both orally
and in writing)

communicates linkage between

evaluation data and professional
devel opment activities
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Competency Task Communication K nowledge/Skills

C 4. Promote teachers and others as * possesses and uses listening and
leaders interpersonal skills
D 1. Focus program operations on the « communicates routines, procedures,
work of students rules to all stakeholders
D 2. Establish and maintain positive » communicates high expectations for
educational climate performance of staff and others
D 5. Manage professional « communicates legal requirements,
responsibilities organizational expectations,
policies, procedures to
customers/stakeholders

 establishes effective communication
systems among stakeholders

* models oral, written, and
technological communication skills

E 2. Manage information technology * guides application of technology to
communication within the
organization and with customers

Furthermore, knowledge of and skillsin communication are implied, although not directly stated
in amost al of the other tasks.

What one sees in the list of appearances of communication knowledge/skills above is that the
effective central office administrator must be able to communicate many types of information in
many ways. He/she hasto be acommunicator who can motivate those connected with the
school, moving them to action.

Let’slook at one other example of how crosscutting knowledge and skills takes pre-eminence
over task designations. Thistime, let’s focus on innovation, an area of knowledge and skills that
Crosscuts two tasks.

Competency Task | nnovation Knowledge/Skills
A 5. Provide leadership to program * providesinnovative information on
development and implementation curriculum/instruction and program
A 6. Create, identify, encourage and « thinks creatively/innovatively and

adopt innovative ideas supports those skillsin others

* identifies opportunities for
innovation

» gtimulates thinking

¢ institutionalizes innovations
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While the central office administrator’ s knowledge and skillsin innovation are required in the
completion of Task A5, Task A6 is devoted ailmost solely to this area of expertise. There are also
implications for the existence of innovative thinking and action in other tasks requiring problem
solving skills and planning skills.

Following on this page and the next two pages is a chart showing the relationships between
knowledge and skills assessed, and competencies (A, B, C, D, E) and tasks (A1, B1, etc.) where
the knowledge and skills are required for success. In most cases, the central office administrator
will be providing assistance to the superintendent, but the knowledge/skill is still needed to act in
thisrole.

Alabama PEPE Program

Central Office Administrator Evaluation Design

Knowledge/Skills

Competency/Task L ocation

Communication Skills

interpersonal skills
oral/written fluency

communication of complex data to multiple audiences

technological communication

communication of vision, mission, goals, objectives,
organization policies, procedures, expectations, etc.

listening
establish effective communication systems

Al, A2, A3, A4, B1, C1, C2,
C3,C4,D1, D2, D5, E2

Collaboration Processes and Skills

devel oping collaborations and partnerships
involvement of stakeholders

identification of stakeholders

development of teams

team building

model and teach collaboration skills/processes
collaborative supervision/eval uation

Al, A2, A3,B2, C1, C2 D2,
El

Assessment/M easur ement/Evaluation

devel oping student assessment systems
personnel evaluation

program evaluation

organizational evaluation
benchmarking

gap analysis

needs assessment

monitoring procedures

A1, A3, A4, A5,B1, C1,
C2,C3,D1
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Knowledge/Skills Competency/Task L ocation

Organizing for Results
Al A2,A3,BL El
 change processes

 quality standards, processes

* customer identification and focus

» marketing skills

» knowledge of aternative organizations
 use of symbols, ceremonies, traditions

« definition of roles and responsibilities

Planning
A2,A3,A5,C1, C3,D1,E1
 development of vision, mission, goals, objectives
« curriculum devel opment

« forecasting

« school improvement planning

* strategic planning

 personnel planning

 professional development planning

Federal/State/L ocal Laws and Policies
C1, C2,D2,D3, D5, E1
» knowledge of laws/policiesin multiple areas
 policy development

» policy implementation

Problem Solving
A3, A5, B2
« identify and dismantle barriers

* identify and solve problemsin multiple areas
» conflict resolution and mediation

| nnovation

. o . , . A5, A6
 knowledge/dissemination of curricular/instructional

innovations
« stimulation of creative thinking
 encouragement/support of innovation

Technology M anagement
D5, E2
» personal use of technology

* applications to school/system management and instruction
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Knowledge/Skills Competency/Task L ocation

Program Oper ations/M anagement
D1, D2, D3, D4
* creation of positive climate

* creation of safe and secure environment

* creation of school/system routines/procedures
* protection of instructional/work time

Fiscal L eadership and Management
B2, E1
« identify funding sources and seek funding
 prepare budgets and fiscal plans (annual, multi-year)
* establish regular audits

Management of Professional Responsibilities

D5

» model professional behavior (punctuality, task completion,
consideration, response to requests, etc.)

L eader ship of Human Resour ces
C1,C2,C3,C4
* recruit, select, retain staff

* supervise staff

* lead and model professional development
» serveasinstructiona coach (capability)

» motivate others

Data Sourcesin the Evaluation System

The central office administrator evaluation system relies heavily on evidence of performance
provided by the central office administrator. This evidence may be responses to surveys that the
central office administrator administers to various stakeholder groups, documents or plans of
which the central office administrator has been the primary architect, student data (test scores,
attendance, graduation rates, dropout data, etc.), videotapes, audiotapes, or other means of
documenting applied knowledge and skills that contribute to successful school leadership. On
the next few pages are a visual display of the structure of the evaluation system and a listing of
the data sources.

The reliance on the central office administrator for providing evidence of performance does not
mean that the evaluator never functions as a data collector. The evaluator collects data through
interviews and a supervisor' sreview. These data collection instruments are described in other
sections of this manual.
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Definitions of
Responsibility &
Performance

Competency A:
Tasks 1-6

Competency B:
Tasks 1-2

Competency C:
Tasks 1-4

Competency D:
Tasks 1-3

Competency E:
Tasks 1-3

7

How the Evaluation System Works

Required Knowledge
and Skills

Communication

Collaboration
J

N
Assessment/
Measurement/Evauation
J

N

Organization

Planning

Laws and Policies

Problem Solving

Innovation

Technology
Management

N
Program Operations/
Management

Fiscal Leadership and
Management

Professiona
Responsibilities

J

-

L eadership of Human
Resources

/)

N

!

bt ottt

1

Lines of Evidence
M easurement

Surveys

« Portfolio

Interviews (ord/written)

Surveys
Portfolio
Interviews

Surveys
Portfolio
Interviews

Surveys
Portfolio
Interviews

Portfolio

Interviews

Surveys
Portfolio
Supervisor’s Review

Surveys
Portfolio
Interviews

Surveys
Portfolio
Supervisor's Review

Surveys
Interviews
Portfolio

Surveys
Portfolio
Supervisor's Review

Surveys
Portfolio
Supervisor’'s Review

Surveys
Supervisor’s Review

Surveys
Portfolio
Supervisor’'s Review

4_

!

!

ot

!

Evauation
(Scoring)

4 h

4-point
rating scale
with
definition/rationale
statements
for each
knowledge/
skill area

/
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Alabama Central Office Administrator Evaluation System
Knowledge/Skill Area Data Collection Sour ces

Knowledge/Skill Area

Data Collection Source

Communication

Surveys
Portfolio
Interviews (oral skills or written skills)

Collaboration Surveys
Portfolio
Interviews

Assessment/ Survey_s

M easurement/Eval uation Portfql io
Interviews

Organization Surveys
Portfolio
Interviews

Planning Portfolio
Interviews

Laws and Policies Surveys
Portfolio

Supervisor’'s Review

Problem Solving Surveys
Portfolio
Interviews

Innovation Surveys

Portfolio
Supervisor's Review

Technology Management

Surveys
Portfolio
Interviews

Program Operations/M anagement

Surveys
Portfolio
Supervisor's Review

Fiscal Leadership and Management

Surveys
Portfolio
Supervisor’'s Review

Professional Responsibilities

Surveys
Supervisor’'s Review

L eadership of Human Resources

Surveys
Portfolio
Supervisor’'s Review

11
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Alabama Central Office Administrator Evaluation System
Data Collection Instruments and Procedures

| nstruments/Pr ocedur es

e Salf-Assessment

*  Surveys

Structured Interview

Portfolio (documents, disks,
video/audi otapes)

e Supervisor's Review Form

12

CONOODWNER

NOUTAWN R

COENDUTAWN R

Coverage
All 13 knowledge and skill areas

. Communication
. Collaboration

Assessment/Evaluation
Organization
Lawg/Policies

Problem Solving

. Innovation

. Technology Management

. Program Operations/M anagement
. Fiscal Leadership/Management

. Professional Responsibilities

. Leadership of Human Resources

. Communication (oral or written)
. Collaboration

Assessment/Evaluation
Organization

Planning

Problem Solving

. Technology Management

Communication

. Collaboration

Assessment/Evaluation
Organization

Planning
Laws/Palicies

Problem Solving

. Innovation

. Technology Management

. Program Operations/M anagement
. Fiscal Leadership/Management

. Leadership of Human Resources

. Professional Responsibilities

Fiscal L eadership/Management
Laws/Policies

. Innovation

Program Operations/M anagement

. Leadership of Human Resources
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Scoring Overview

In the evaluation system there are separate scores for 13 areas of demonstrated knowledge and
skills: communication, collaboration, assessment/evaluation, organization, planning, laws and
policies, problem solving, innovation, technology management, program operations/
management, fiscal |eadership/management, management of professional responsibilities, and
leadership of human resources. Scoring procedures are described in more detail in alater section
of thismanual.

Rating Scale

The 4-point rating scale used in the former evaluation system has been retained along with the
genera descriptions of each scale level:

4 - Demonstrates Excellence

Indicates the central office administrator does an outstanding job in this position
requirement. No area for improvement isreadily identifiable.

3 - Areaof Strength

Indicates the central office administrator always meets and sometimes exceeds
expectations for performance in this position requirement. Knowledge, skills, and
performance can be improved, but current practices are clearly acceptable.

2 - Needs Improvement

Indicates the central office administrator's knowledge, skills, and performance need
improvement in this position requirement. Improvement activities are required for
performance to meet standards.

1 - Unsatisfactory

Indicates the central office administrator’s knowledge, skills, and performance in this
position requirement are not acceptable. Improvement activities must be undertaken
immediately.

It will be impossible for an evaluator to develop avalid score for any of the 13 knowledge/skill
areas without adhering to score rationales provided for each scale level in each knowledge/skill
areaas well asthe general definitionsfor a“4”, 3", “2” and “1". The knowledge and skill to be
demonstrated by a central office administrator to earn a“4” (Demonstrates Excellence) in
communication is quite different from the knowledge and skill needed to earn a“4” in
technology management. Score rationales and the procedures for using them will be described in
alater section of this manual.

13
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Uses of Standards

Based on data from the field test of the central office administrator evaluation system, standards
for acceptable central office administrator performance were set. These standards can be used by
LEAsfor the purposes of continuing employment, promotion and/or salary adjustment, if they
choose to do so.

A panel of educators will periodically review the PEPE educator performance standards and, if
applicable, recommend to the State Superintendent any changes in the standards that appear to be
warranted.

Variations I n Expectations of First, Second and Third Year Central Office Administrators

The evaluation system considers the central office administrator’s years of experiencein the
school system in data collection and evaluation of performance. To put it smply, what can be
expected of acentral office administrator new to a school system (first year) is quite different
from the expectations for a central office administrator in his/her third year of an assignment.

The primary focus of Alabama public schools is the continuous improvement of student learning
and student test scores. That is also the primary focus of the work of the central office
administrator as described in the Framework. Therefore, data collection and evaluation in the
context of that framework must ultimately focus on results (improved learning and test scores)
and the activities of administrators that contribute to those results. A central office administrator
(either anew or experienced central office administrator) entering a school system for the first
time cannot be expected to help bring about dramatic changesin test scores or supporting
programs and practicesin one year’ stime. Steady progress should be evidenced by the third
year. However, evidence of this progress will not be present unless the central office
administrator helps in extensive data gathering and analysis, or in establishing and extending
sound practices (communication, collaboration, problem solving, et al.) in year one. This
evaluation system is built on those premises, so years one, two, and three differ in their focus on
processes and results and in the content of data collected.

In the former central office administrator evaluation system, a school system could elect to
“fully” evaluate tenured central office administrators every three years with the years between
full evaluations devoted to accomplishment of objectives and activities. That option has been
retained in the current system whereby each full evaluation will conclude with the formulation of
a Professional Development Plan (PDP) and each ensuing year will have a new plan or arevised
plan. This plan can guide the activities related to the evaluation of the central office
administrator for as much as two years (one year in the case of the non-tenured administrator
who must be evaluated annually). A central office administrator’s PDP (its completion and its
results) then becomes a factor in his/her next evaluation.

14
MAY 1, 2002



STEPSIN CONDUCTING THE EVALUATION PROCESS

There are thirteen (13) stepsin the central office administrator evaluation process. Each of these
stepsis explained below, and a suggested timeline is provided for each step. However, the
evaluation must be completed by May 30 of the school year.

Step 1: Orientation (By October 30)

All central office administrators to be evaluated should receive an evaluation manual and participate
in an orientation session around the evaluation process and requirements.

Step 2: Self-Assessment (By November 15)

An optional self-assessment form has been included in the instrumentation. Thisform is completed
by the central office administrator as a self-appraisal of knowledge and skills and performance. The
form is not part of the evaluation process and will not be used in determining scores. It isthe
property of the central office administrator completing it. He/sheis not required to share the results
with anyone or to submit the form for review by the evaluator(s) or any other representative of the
LEA. If the central office administrator chooses to reveal scores to the evaluator(s) for the process
of formulating a Professional Development Plan, he/she may do so. The Self-Assessment should be
completed before the formal evaluation process begins.

Step 3: Distribution of Surveys (By February 1)

The central office administrator will distribute surveys to administrators/school principals and staff
(staff may include school system faculty). Detailed explanation of this processis provided in the
section on surveys. The surveys have been developed and provided by the State Department of
Education to match expectations of central office administrator performance in 12 of the 13
knowledge/skill areas. The surveys should be distributed by February 1 to alow time for their
return and time for the central office administrator to analyze the data and offer reflections on the
results as part of his’her evaluation package. The surveys should be returned no later than March 1.

Step 4: Preparation of Central Office Administrator Portfolio (By March 15)

The central office administrator is responsible for developing lines of evidence (more than one piece
of evidence) to demonstrate the level of one's knowledge/skillsin 12 of the 13 areas being assessed.
More information is provided in the section of the manual entitled, Central Office Administrator
Portfolio.

In most cases, a central office administrator should not have to (and is not encouraged to) create
materials for the evaluation process. It will be a matter of selecting evidential material from the
abundance of material generated by the central office administrator in carrying out daily activities
and working to improve the school system and its schools. Although the portfolio isto be submitted
by March 30 to the evaluator, the central office administrator should begin selecting/preparing lines
of evidence (portfolio entries) immediately after his/her orientation.

15
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Step 5: Supervisor’s Review Form (By March 30)

There are afew areas of central office administrator knowledge and skill (e.g., ability to carry out
professional responsibilities) in which the superintendent is an important source of data. In those
areas, the superintendent's experiences with the central office administrator are recorded on the
Supervisor’s Review Form and reviewed at the end of the data collection process together with
other relevant data. The superintendent should complete this form and enter it into the central office
administrator’ s file no later than by March 30 before the portfolio submitted by the central office
administrator is analyzed.

Step 6: Preparation of Survey Data (By March 30)

After the central office administrator distributes and collects the surveys, he/she then analyzes and
interprets the data and offers reflections on the results. The survey report providing an
interpretation of the response data should be submitted to the evaluator by March 30. (Detailed
explanation of this processis provided in the section on surveys.)

Step 7: Central Office Administrator’ s Submission of Portfolio (By March 30)

Asindicated in previous comments, the central office administrator will submit his’her portfolio to
the evaluator by March 30. A deadline isimportant because the evaluation process cannot be
concluded until the evaluator has had time to carefully review the work submitted.

Step 8: Interview Session (Part A) (By April 15)

The interview has two parts: Part A and Part B. Part A isastructured interview containing several
guestions to be commonly asked of all central office administrators. Part B isaclarifying interview
and is addressed in Step 10. The structured interview can be either oral or written. An ord
interview session, where the evaluator asks the questions and records (scripts) the central office
administrator’ s answers, can be scheduled anytime during the second semester, but the interview
must be completed by April 15. If the central office administrator chooses to provide written
responses to the structured interview, these responses must be submitted by April 15. If written
responses are submitted, a clarifying interview (Part B) must be conducted.

The structured interview data are considered as yet another line of evidence of central office
administrator knowledge/skill in 7 of the 13 areas being evaluated. They will be considered
together with other available data when developing scores at the end of the process.

Step 9: Evaluator Review of Portfolio (By April 15)

The evaluator should conduct areview of the portfolio to determine if he/she has any questions
about its contents. The questions devel oped from thisreview, if any, are intended to clarify any of
the materials submitted and should be asked in the clarifying part of the interview (see Step 10).
Thus, the timely completion of the next step in the process must be considered in the schedule an
evaluator sets for reviewing portfolios.
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Step 10: Interview Session (Part B) (By May 1)

Part B of this session is devoted to probing questions that the evaluator asks to bring clarification
and understanding to his’her analysis of the central office administrator’ s portfolio entries or the
written interview, if that option was selected. In other words, questions asked in this part of the
session will differ from central office administrator to central office administrator. Evaluators will
make notes as central office administrators respond to assist them in the final review of the lines of
evidence provided by central office administrators.

Note: If acentra office administrator submits awritten interview, the clarifying interview session
must be held to promote dialogue about and understanding of the central office administrator’s
presentations in awritten interview. Questions about portfolio contents are optional. In many
situations they may not be needed.

Step 11: Scoring the Lines of Evidence (By May 15)

The evaluator will score each of the 13 knowledge/skill areas based on the lines of evidence
gathered through the central office administrator’s portfolio, the survey report, the interview, and
supervisor’ sreview. The evaluator uses the score level descriptions (rationales) provided for each
area. More detail can be found in the scoring section of this manual.

Step 12: Evaluation Summary Conference (By May 30)

Once the evaluator has developed the final set of scores, an Evaluation Summary Conference isto
be held. The purposes of the conference are to a) share the evaluation results with the central office
administrator, b) solicit the administrator’ s insights and comments, and c) prepare with him/her a
Professional Development Plan. This conference should be held by May 30.

Step 13: Submission of Evaluation Summary Reports (By June 5)

Evaluation reports should be completed by June 5. The file containing evaluation materials, results,
and recommendations should be handled according to local school system policies and procedures.
The PEPE coordinator will also submit scores from or a copy of the Evaluation Summary Report to
the State Department of Education immediately following the Evaluation Summary Conference. In
some cases, the State Department of Education may request that copies of all materials, including
the portfolio, be submitted as part of the review of the evaluation process
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SELF-ASSESSMENT

I ntroduction

For the central office administrator evaluation system, an optional self-assessment form has been
included in the instrumentation. The central office administrator completes this form for
personal assessment of the various knowledge and skill areas.

The Purpose

Prior to the start of the evaluation cycle, the central office administrator may opt to complete a
self-evaluation. The central office administrator uses information from this process to:

1) identify areas that need improvement,

2) compare the central office administrator’s perceptions of performance with the results
of an evaluation conducted by a superior, and

3) determine areas for professional growth activities to be included in a professional
development plan.

The results from the self-assessment are designed to be used only by the central office
administrator. It isthe centra office administrator’s option whether to share the results of the
self-assessment during the Evaluation Summary Conference. This sharing process should take
place after the formal evaluation is complete. Self-assessment results are not considered in
deriving scores or ratings for the formal evaluation process.

The Process

Each self-assessment form contains space for scores in each knowledge/skill area. The form also
identifies the specific knowledge and skills that characterize that area. The central office
administrator should review each area, examining the specific knowledge and skills. Then,
taking the specific knowledge and skills for that area as a whole, ratings should be assigned for
each area using the rating scale previously described on page 13. To better understand the
expectations of a central office administrator, one should become familiar with the Framework
for Recruitment, Selection, Development, and Assessment of Alabama School Administrators:
Central Office Administrators before rating each of the thirteen knowledge and skill areas.

When considering the specific knowledge and skill requirements for each area, the central office
administrator may want to make notes about perceived strengths or weaknesses within the list.
These notes can be very useful in formulating a Professional Devel opment Plan.
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Once the central office administrator has assigned scores for each of the knowledge and skill
areas, he/she should examine the results and assess individual strengths and areas for
improvement. The areas for improvement should be identified as measurable objectives, with
proposed activities and assessment methods, for inclusion in a personal, professional
development plan. The self-assessment form can be found in Appendix B of this manual.

20
MAY 1, 2002



INTERVIEWS

Overview

The Interview has two parts. Part A and Part B. Part A isastructured interview containing
several questions to be commonly asked of all central office administrators. The structured
interview gathers assessment information that is generally not available through other sources.
These data are considered as yet another line of evidence of central office administrator
knowledge and skills. Theinterview datawill be considered together with other available datain
developing scores at the end of the evaluation process.

The structured interview can be either oral or written. An oral interview is a discussion between
the evaluator and the central office administrator where the evaluator asks the questions and
records (scripts) the central office administrator’s responses. The written interview consists of
the central office administrator’s preparation of written responses to the question sets followed
by a brief conference between the evaluator and the central office administrator. The selection of
the oral or written option should be made by agreement of the central office administrator and
evaluator.

Part B of theinterview is devoted to probing questions that the evaluator asks to bring
clarification and understanding to his’her analysis of the central office administrator’s portfolio
entries and/or the written interview, if that option was selected. In other words, questions asked
in this part of the interview session will differ from central office administrator to central office
administrator. Evaluators will make notes as the central office administrator responds to assist
them in the final review of the lines of evidence.

The Structured Interview: Oral Option

The oral structured interview is a discussion between the central office administrator and the
superintendent (or immediate supervisor) about particular areas of the central office
administrator’ s knowledge, skills, and performance. The central office administrator is not
expected to conduct a monologue after a question has been asked, nor should the central office
administrator read pre-written statements. The evaluator has the responsibility of probing for
more in-depth information throughout the discussion. Although it is not required, the central
office administrator may bring illustrative supporting materials to this structured interview. The
supporting materials a central office administrator brings to the structured interview areto aid in
clarifying or exemplifying certain points, and to assist the evaluator in probing or follow-up
guestions.

The evaluator will allow approximately eight to ten minutes for responses to each question set.
The structured interview may be held in one sitting or may be spread over several sessions.

Each structured interview question set covers one knowledge and skill area. The question sets
emphasize why the central office administrator does something or how a central office
administrator makes decisions for determining what to do. The evaluator also seeksto find out
what the central office administrator does to implement decisions, plans, or policies.
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The areas of knowledge, skill, and performance addressed in the structured interview are:

communication

collaboration processes and skills
assessment/measurement/eval uation
organizing for results

planning

problem solving

technology management

With the exception of knowledge and skill in communication, one question set is devoted to each
of these broad areas. The questions and their targets (knowledge/skills/performance areas) are:

Question Set 1:

Question Set 2:

Question Set 3:

Question Set 4:

Question Set 5:

Question Set 6:

Collaboration Processes and Skills

How do you build collaborative relationships? How do you involve
administrators, teachers, staff and othersin decisions and processes in areas of
your responsibility? 'Y ou may wish to discuss how you use these groupsin
devel oping and implementing vision, mission, goals, objectives, and programs.

Assessment/Measurement/Eval uation

How do you determine the progress and success of programs/services for which
you are responsible? How do you use the data collected, including, but not
limited to, student test/assessment data, teacher/staff evaluation data, and data
from program/services evaluations in your area of responsibility?

Organizing for Results

How do you organize programs and services for which you are responsible to
support student learning, the primary mission of the school system? How do
you organize to accomplish the goals and objectives that have been established
for your programs/services? In your response, please discuss how you assessed
the need, or lack thereof, for organizational change and when and how you have
brought about needed changes.

Planning

How do you lead planning in areas of your responsibility? What planning
processes do you regularly use and who do you involve? For example, how do
you plan for improving curriculum and instruction within the school system, if
that is an area of your responsibility?

Problem Solving

How do you go about removing obstacles or barriers to the educational process
in the school system and in the programs and services under your supervision?
Please describe how you work with staff to identify and solve problems and
meet various challenges in your areas of responsibility.

Technology Management

How do you use technology in your areas of responsibility? How do you
encourage and support technology utilization in the school system? How do you
use it in your own development as an administrator?
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The Structured Interview: Written Option

The written option for the interview is much like the oral interview except that the central office
administrator provides a written response to each question set. Then abrief conferenceis
scheduled during the clarifying interview so that the evaluator may seek further clarification or
probe for additional information. Knowledge and skill areas assessed through the written
interview option are the same as those assessed in the oral interview.

The written responses to the interview are due at atime agreed upon by the central office
administrator and the evaluator but the responses should be submitted to the evaluator no later
than April 15. Written responses to all question sets are due at the same time. However, the
central office administrator may write his’her responses over a period of time. The central office
administrator should use the Interview Scripting Form (or other 8 %2 by 11 paper with identifying
information) for recording his’her responses. It is expected that more than one page will be
needed for each question set. Written responses should fully answer each question, but quantity
is not the criterion for a strong contribution to the lines of evidence when each knowledge/skill
areais scored. The central office administrator should keep the answers as concise as possible.

The central office administrator may, but is not required to, provide additional illustrative
materials. Any materials appended to the written responses should help to enhance the written
responses. The materials should not be a duplication of portfolio entries nor should they be as
extensive. They should provide examples of the practices and procedures being described.

Clarifying Interview

After the structured interview is complete and the portfolio has been submitted, the evaluator will
schedule a conference for the purpose of conducting a clarifying interview. This discussion will
probably require no more than 20-30 minutes. The purpose of the interview isto allow the
evaluator to ask clarifying and probing questions about a) the portfolio submitted by the central
office administrator, and b) the written interview responses, if that interview option has been
chosen.

Questions in thisinterview session will differ from central office administrator to central office
administrator. The evaluator will develop the key questions to be asked before going to the
interview session. The central office administrator’ s responses to these questions will be
recorded either through notes or scripting. The information provided by the central office
administrator will be added to the other data already collected, and it will be used in developing
final scores.

If the written interview option is chosen, there will always be a brief, clarifying interview around
those responses. If the written interview option is not chosen, the clarifying interview is
optional, i.e., itisheld only if the evaluator feels that he/she needs more information about
portfolio contents.
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Scoring

The interview itself is not scored. The central office administrator’ s responses as scripted by the
evaluator, or as provided in written form by the central office administrator, are added to the
other evidence provided through other sources (portfolio, survey data, etc.) for the
knowledge/skill areas covered in the interviews. The entire body of evidence for a particular area
of knowledge/skill is analyzed and a single score awarded for each area.

Banking Interview Question Sets

A central office administrator on annual evaluation may score high enough in a knowledge/skill
areathat the evaluator believes the administrator’s interview response won't change markedly in
oneyear. For central office administrators who undergo annual, full evaluation, if
knowledge/skill areas during the preceding year’ s evaluation received scores of “3” or higher, the
guestions pertinent to that knowledge/skill area do not have to be addressed again in the
subsequent year of the administrator’ s annual evaluation unless he/she or the evaluator decides it
isimportant to do so. For question sets not repeated in this second year, the responses from the
first year can be brought over or “banked” during the second year of annual evaluation. These
responses from the previous year will be used as the current year’ s responses. Responses can be
banked for only oneyear. That is, the same responses are not to be used for more than two years
inarow.

Using the Interview for Evidence of Oral or Written Communication

When interviewing central office administrators or reading their responses, evaluators will focus
on the oral or written communication skills of the central office administrators as well asthe
content of their responses. Notes or direct quotations from the oral interview sessions or
responses by the central office administrator in the written interview will be used in determining
the central office administrator’ s knowledge/skill performance in grammar, organization, fluidity,
sentence structure, and other elements of vocal/written expression.

Scripting Forms

Appendix B contain forms used for recording the central office administrator’ s responsesto the
interview questions. Thereis one form for each of the knowledge/skill areas covered by t