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Research indicates that a sound performance appraisal process for school administrators 
contains key meclianisms that manifest themselves through dimensions of effective 
planning, assessment, and evaluation; effective use of resources; and communicating clear 
expectations. This article documents the development of a contemporary model of 
performance appraisal of school administrators in a Canadian school district. It is clearly 
presented as a guideline for individual educators who are committed to ongoing 
professional development. It may well serve as a guideline for other school districts where 
performance appraisal processes are being revisited and revamped for purposes of 
accountability and school administrators' performance effectiveness. 

Selon les recherches, un processus valide visant l'évaluation de la performance des 
administrateurs scolaires implique des mécanismes clés qui se manifestent par le biais 
d'une planification et d'une évaluation efficaces, d'un emploi judicieux des ressources, et de 
la transmission d'attentes claires et précises. Cet article trace le développement d'un modèle 
contemporain portant sur l'évaluation de la performance des administrateurs scolaires 
dans un district scolaire au Canada. Ce modèle se veut un ensemble de principes directeurs 
pour les enseignants soucieux de parfaire leur développement professionnel. Il pourrait 
également servir de lignes directrices aux autres districts scolaires qui réévaluent leur 
processus d'évaluation de la performance dans le but d'accroître la responsabilisation et 
d'augmenter l'efficacité de la performance des administrateurs scolaires. 

Introduction 
In e d u c a t i o n t o d a y concern is o n g o i n g that the e v a l u a t i o n strategies used to 
evaluate e d u c a t i o n p e r s o n n e l are insuf f i c ient a n d inadequate . The d iscuss ions 
tend to focus o n the l eve l of effectiveness a n d s u i t a b i l i t y of the p e r f o r m a n c e 
appra i sa l s process . S c h o o l distr icts are r e v i s i t i n g their pol i c ies a n d p r o c e d u r e s 
i n o r d e r to r e v a m p a n d def ine their goals a n d objectives m o r e conc ise ly . A l 
t h o u g h there is subs tant ia l l i terature o n teacher e v a l u a t i o n (Brandt , 1996; 
C r u i k s h a n k & Haefe le , 2001; D a n i e l s o n & M c G r e a l , 2000; I w a n i c k i , 1990; N o l a n 
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& H o o v e r , 2004; Peterson, 2000; Sc r iven 1994; Seyfarth, 2002), q u a l i t y d i s c u s 
s i o n and fur ther ana lys i s of s chool a d m i n i s t r a t o r e v a l u a t i o n are n e e d e d . 

T h e p u r p o s e of this art icle is to explore a n d describe the school a d m i n i s 
trator a p p r a i s a l process c u r r e n t l y i m p l e m e n t e d i n one northeastern C a n a d i a n 
s c h o o l d is t r ic t . S c h o o l d is t r i c t X (a p s e u d o n y m ) w a s selected d u e to: (a) its 
u n i q u e g e o g r a p h i c a l s p r e a d c o v e r i n g a 200-mile r a d i u s that f requent ly requires 
c o m m u t i n g b y a i r as w e l l as b y l a n d , a n d (b) accessibi l i ty b y the author . There 
are a p p r o x i m a t e l y 20 schools i n the dis tr ic t , a l l g e o g r a p h i c a l l y d i s p e r s e d w i t h 
i n this r a d i u s . T h e d is t r i c t has u n d e r g o n e m a n y changes over the course of 10 
years d u e to r e s t r u c t u r i n g a n d r e c u l t u r i n g to meet the educa t iona l d e m a n d s i n 
a n o n g o i n g era of change a n d accountab i l i ty . O n e of the more recent changes 
w a s the d e v e l o p m e n t of a n e w p e r f o r m a n c e a p p r a i s a l system for school a d 
m i n i s t r a t o r s to increase effectiveness. 

T h r o u g h o u t this art ic le , the terms performance appraisal a n d evaluation are 
u s e d i n t e r c h a n g e a b l y . T h e o r g a n i z a t i o n of the article begins w i t h some 
theoret ical g r o u n d w o r k for d e v e l o p i n g a d m i n i s t r a t i v e e v a l u a t i o n systems for 
a d m i n i s t r a t o r s . E v a l u a t i o n is the process of j u d g i n g the w o r t h of i n f o r m a t i o n 
col lected for a speci f ic p u r p o s e s u c h as d e t e r m i n i n g effectiveness ( G l a s m a n & 
H e c k , 1996). T h i s is f o l l o w e d b y a d i s c u s s i o n o n the d e v e l o p m e n t of the p e r f o r 
m a n c e a p p r a i s a l process of s c h o o l adminis t ra tors in dis tr ic t X , as w e l l as the 
c o m p o s i t i o n a n d role of the par t i c ipants i n its d e v e l o p m e n t . A brief d e s c r i p t i o n 
of the process of e v a l u a t i n g a d m i n i s t r a t o r s is presented, as w e l l as the expecta
t ions d e r i v e d f r o m its i m p l e m e n t a t i o n i n this p a r t i c u l a r s c h o o l dis tr ic t . 
T h r o u g h o u t the d i s c u s s i o n , a presentat ion of the cr i ter ia for assessment, des
c r i p t i o n of the p e r f o r m a n c e a p p r a i s a l c o m p o n e n t , profess ional g r o w t h c o m 
p o n e n t ( tenured a d m i n i s t r a t o r s ) , a n d per formance i m p r o v e m e n t c o m p o n e n t s 
are p r o v i d e d . T h i s is f o l l o w e d b y a brief o u t l i n e of i n i t i a l reactions to the p o l i c y 
i m p l e m e n t a t i o n in its f irst year based o n i n f o r m a l a n d personal c o m m u n i c a 
t i o n w i t h v a r i o u s s takeholders i n the school distr ict . 

A l t h o u g h this art ic le focuses o n l y o n the per formance a p p r a i s a l d o c u m e n t 
for the d e v e l o p m e n t of the a d m i n i s t r a t i o n rather than o n other c o m p o n e n t s , a l l 
are u s e d to ensure profess iona l g r o w t h and d e v e l o p m e n t as an integra l c o m 
p o n e n t of the dis tr ic t ' s h u m a n resource strategy. For purposes of c o m p a r i n g 
e v a l u a t i o n po l i c ies , a br ief o v e r v i e w of another a p p r a i s a l m o d e l c o m m o n l y 
k n o w n as D u t i e s - B a s e d T e a c h i n g E v a l u a t i o n M o d e l ( D B T E ) is i n t r o d u c e d . 
F i n a l l y , s o m e c o n c l u s i o n s , i m p l i c a t i o n s , a n d reflections are presented on the 
d e v e l o p m e n t of i n s t i t u t i o n a l e v a l u a t i o n systems for school adminis t ra tors . 

Professional Growth and Development for School Administrators 
Increasing Demands and Changing Expectations 
F e w of us need to be p e r s u a d e d about the c o n t r i b u t i o n that leaders m u s t make . 
In e d u c a t i o n , p e o p l e are c o n t i n u a l l y s h i f t i n g co l laborat ions of i n d i v i d u a l s w h o 
m a k e p e r f o r m a n c e a n d change h a p p e n . A c c o r d i n g to Seyfarth (2002), the suc
cessful a d m i n i s t r a t o r is one w h o has p e r s o n a l habits , va lues , traits, a n d c o m 
petences to e n g e n d e r trust a n d c o m m i t m e n t i n those w h o take their d i r e c t i o n 
w h e r e the focus is o n i m p r o v e d practices that lead to i m p r o v e d results. Begley 
(2001) asserts that school a d m i n i s t r a t o r s m u s t be p e r s o n a l l y credible a n d o r g a 
n i z a t i o n a l l y capable . 
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C u r r e n t l y , s c h o o l a d m i n i s t r a t o r s are consc ious of the pressure of c h a n g i n g 
socia l , p o l i t i c a l , a n d p r o f e s s i o n a l expectat ions. T h e y perceive a p u s h to a d o p t 
n e w a n d e x p a n d e d a d m i n i s t r a t i v e roles i n a context of m a n y increased de 
m a n d s for p r o f e s s i o n a l accountab i l i ty ( N o r m o r e , 2004). T h i s is exper ienced 
w i t h i n a g e n e r a l e d u c a t i o n a l r e f o r m m o v e m e n t that seems to in f luence a l l areas 
of the e d u c a t i o n a l enterprise (Hargreaves & F u l l a n , 1998). The chal lenge for 
s c h o o l a n d d is t r i c t off ice a d m i n i s t r a t o r s is m e e t i n g these c h a n g i n g soc ia l a n d 
p r o f e s s i o n a l d e m a n d s w i t h o u t l o s i n g s ight of the need to meet the needs of 
c h i l d r e n a n d protect their best interests. D u e to these increas ing d e m a n d s a n d 
c h a n g i n g expectat ions for s c h o o l a d m i n i s t r a t o r s , the i m a g e of the s c h o o l a d 
m i n i s t r a t o r ' s ro le is i n c o n t i n u a l t rans i t ion as the d i v e r s i t y of s tudent p o p u l a 
t ions f l o u r i s h , a r e c o n c e p t u a l i z a t i o n of l e a d e r s h i p emerges, h i g h accountab i l i ty 
d e m a n d s a n d p u b l i c s c r u t i n y increase, a n d o n g o i n g r e f o r m agendas descend 
o n schools (Begley, 1999; D r u c k e r , 1996). In school a d m i n i s t r a t i o n roles, per for 
m a n c e appra i sa l s h a v e b e c o m e a n increas ing ly i m p o r t a n t m e c h a n i s m for p u r 
poses of accountab i l i ty . 

Increasing Role of Performance Appraisals of School Administrators 
A c c o r d i n g to H e c k , J o h n s r u d , a n d Rosser (2000), the focus of p e r s o n n e l per for 
m a n c e a p p r a i s a l systems is to p r o v i d e i n f o r m a t i o n for dec is ions about per for 
mance i n a speci f ic role . A p e r f o r m a n c e a p p r a i s a l is not , h o w e v e r , "as ra t ional 
a n d s t r a i g h t f o r w a r d as s u c h a d e f i n i t i o n suggests; it is rooted i n p o l i t i c s " (p. 
664). H e c k et a l . assert " e s p e c i a l l y since the ear ly 1980s, re form-re la ted p u b l i c 
e d u c a t i o n a l p o l i c i e s h a v e i n c l u d e d requirements for e v a l u a t i n g educa t iona l 
p r a c t i c e s " (p. 664). T h e mandates of e v a l u a t i o n , consequent ly , h a v e often been 
forces of o r g a n i z a t i o n a l change (Hargreaves & F u l l a n , 1998). The R e f o r m A c t of 
the 1980s has l e d to measures of accountabi l i ty a n d the s tandards m o v e m e n t 
(e.g., b e n c h m a r k s , p e r f o r m a n c e s tandards) i n the 1990s. A c c o r d i n g to K e n n e d y 
(1998), as a resul t of p u b l i c s c r u t i n y a n d dissat is fact ion w i t h p u b l i c educat ion , 
m a n y states a n d p r o v i n c e s across N o r t h A m e r i c a have passed pol ic ies that 
m a n d a t e p u b l i c r e p o r t i n g of ins t i tu t iona l outcomes (e.g., g r a d u a t i o n rates, 
re tent ion a n d at t r i t ion rates, s tudent learning)—the p u b l i c n o w wants to be 
i n f o r m e d about h o w the processes d e v e l o p and e v o l v e (cited i n H e c k et a l . , 
2000). C o n s i d e r i n g the m o t i v a t i o n for e v a l u a t i n g p e r f o r m a n c e i n p u b l i c e d u c a 
t i o n a n d the p o t e n t i a l effect o n i n d i v i d u a l s chool adminis t ra tors , it is c ruc ia l 
that " the p r o c e d u r e s be feasible, fair , a n d accurate; that is, the process m u s t rise 
above its p o l i t i c a l m o t i v a t i o n " (p. 665). 

Approaches to Performance Appraisal of School Administrators 
A c o m p r e h e n s i v e e x a m i n a t i o n of the relevant l i terature indicates that the pre
d o m i n a n t approaches to a d m i n i s t r a t o r a p p r a i s a l are based o n : (a) results, (b) 
v a l i d job d e s c r i p t i o n , (c) p e r s o n a l qual i t ies , a n d (d) research f i n d i n g s related to 
the role b e h a v i o r s that i m p r o v e s c h o o l academic per formance (Thomas , H o l -
d a w a y , & W a r d , 2000). These authors assert that " resul ts -based appraisa ls 
focus p r i m a r i l y o n d e s i r e d outcomes a n d the degree of ach ievement to w h i c h 
a d m i n i s t r a t o r s are able to d o s o " (p. 218). A s ci ted i n T h o m a s et a l , H e c k a n d 
M a r c o u l i d e s (1996) assert 

that results-based appraisals are often confined to outcomes such as test scores, 
which are easily measured ... and further that school administrators should 
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not be held accountable for the achievement of many of these outcomes 
because they have little or no control over the variables on which these 
outcomes depend, (p. 218) 

F u r t h e r m o r e , H e c k a n d M a r c o u l i d e s (1996) assert that the most e n d u r i n g i n 
f luences are those associated w i t h the school such as teaching q u a l i t y , over 
w h i c h the a d m i n i s t r a t o r s h o u l d h a v e s o m e inf luence . These authors f a v o r 
"best pract ices , w h i c h is based o n research f i n d i n g s about i m p o r t a n t effects of 
a d m i n i s t r a t o r ' s act ivi t ies u p o n i m p r o v e m e n t s i n s c h o o l effectiveness a n d per
f o r m a n c e " (p. 219). T h e Joint C o m m i t t e e o n S tandards of E d u c a t i o n a l E v a l u a 
t i o n (1988) r e c o m m e n d e d that v a l i d job descr ip t ions focus o n the expectat ions 
of a d m i n i s t r a t o r s i n their roles, whereas S tuf f lebeam a n d N e v o (1993) stated 
that gener ic d e s c r i p t i o n s of a d m i n i s t r a t o r roles are inadequate i n a d m i n i s 
trat ive a p p r a i s a l s a n d that context a n d i n d i v i d u a l school pr ior i t i es need to be 
taken i n t o account . 

In response to p e r s o n a l qual i t ies of s c h o o l adminis t ra tors , L o u d e n a n d 
W i l d y (1996, c i ted i n T h o m a s et a l . , 2000) f o u n d that " n e w per formance f rame
w o r k s i n the U . S . , E n g l a n d a n d W a l e s , a n d A u s t r a l i a were m o s t l i k e l y not lead 
to i m p r o v e m e n t i n academic q u a l i t y or o v e r a l l effectiveness of the s c h o o l " (p. 
221). Instead these authors r e c o m m e n d e d the use of " p r o b a b i l i s t i c s tandards 
to m e a s u r e d e s c r i p t i o n s of w h a t can be n o r m a l l y be expected of p e o p l e w i t h a 
p a r t i c u l a r l e v e l of p e r f o r m a n c e rather than determine w h e t h e r a s c h o o l a d m i n 
istrator has a c h i e v e d a mastery of a p a r t i c u l a r c o m p e t e n c y " (p. 6). A s repor ted 
b y T h o m a s et a l . , (2000), S e r g i o v a n n i , B u r l i n g a m e , C o o m b s , a n d T h u r s t o n 
(1999) asserted that there are several c r i t i ca l respons ib i l i ty arenas that m u s t be 
c o n s i d e r e d for a p p r a i s a l of the effectiveness of b o t h school a d m i n i s t r a t o r s a n d 
schools : (a) m a i n t a i n i n g c u l t u r a l patterns; (b) a t ta in ing goals, s tandards , a n d 
p u r p o s e s ; (c) m a i n t a i n i n g in te rna l in tegrat ion ; a n d (d) a d a p t i n g to the external 
e n v i r o n m e n t . 

Objects, Standards, and Purposes of Performance Appraisals 
D i v e r s e role expectat ions that create c o n f l i c t i n g d e m a n d s o n a n a d m i n i s t r a t o r 
(i.e., one w h o p r o v i d e s s u p p o r t a n d one w h o evaluates) a n d v a r i e d s c h o o l 
c o n t e x t u a l sett ings present obstacles to d e v e l o p i n g a d m i n i s t r a t o r e v a l u a t i o n 
systems ( C a n g e l o s i , 1991a; 1991b; D a v i s & H e n s l e y , 1999; N o r m o r e , 2004; 
T h o m a s et a l . , 2000). A d m i n i s t r a t o r s need strategies that have the capac i ty to 
m o t i v a t e a n d i n s p i r e , p r o v i d i n g a sense of p u r p o s e a n d m e a n i n g that unites 
p e o p l e i n a c o m m o n cause. T h e y s h o u l d be aware of the k e y factors for 
effective schools . It is genera l ly agreed that effective adminis t ra tors m u s t be 
w e l l - o r g a n i z e d managers a n d artistic, passionate leaders. T h e y have t w o roles: 
l eader a n d m a n a g e r . A s leader they n u r t u r e the v i s i o n that expresses the 
school ' s core v a l u e s ; as m a n a g e r they d e v e l o p structures a n d pol i c ies that 
i n s t i t u t i o n a l i z e that v i s i o n (Begley, 2001; Seyfarth , 2002). It w o u l d seem a p p r o 
pr ia te that i n o r d e r for s c h o o l a d m i n i s t r a t o r s to manage a n d lead schools 
e f fec t ive ly , the n e e d for u n d e r s t a n d i n g their o w n p e r f o r m a n c e a p p r a i s a l sys
tems is c r i t i ca l . 

In the c u r r e n t w a v e of accountabi l i ty , it is e v i d e n t that per formance a p 
pra isa l s h a v e become a n i m p o r t a n t p o l i c y lever . O n e of the necessary steps i n 
d e v e l o p i n g an e v a l u a t i o n sys tem is to c lar i fy the objects, purposes , a n d stan-
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d a r d s that w i l l be u s e d . A c c o r d i n g to G l a s m a n a n d H e c k (1996) "as e d u c a t i o n a l 
goals a n d e v a l u a t i o n p u r p o s e s can change o v e r t ime w i t h c h a n g i n g p o l i t i c a l 
d e m a n d s , so can objects of e v a l u a t i o n , the p u r p o s e s , a n d the e v a l u a t i o n stan
d a r d s that are a d o p t e d " (p. 374). W i t h respect to school a d m i n i s t r a t o r s i n 
p u b l i c e d u c a t i o n , the objects of e v a l u a t i o n c o u l d i n c l u d e att i tudes, behavior , 
d e c i s i o n - m a k i n g , p e r f o r m a n c e , or effectiveness. A s G l a s m a n a n d H e c k (1996) 
note , it is poss ib le to a d o p t several e v a l u a t i o n perspect ives t o w a r d a d m i n i s 
trators (e.g., ro le -based, outcomes-based , s tandards-based , s tructure-based) . A t 
best, " a d m i n i s t r a t o r s i n d i r e c t l y inf luence l e a r n i n g outcomes ; therefore role-
based a d m i n i s t r a t o r assessment s h o u l d focus p r i m a r i l y o n soc ia l interact ions 
i n c l u d i n g a n a d m i n i s t r a t o r ' s o w n role as e v a l u a t o r of teachers a n d others i n 
s c h o o l a n d h o w w e l l that role is f u l f i l l e d " ( H e c k et a l . , 2000, p . 665). 

A c c o r d i n g to H e c k a n d M a r c o u l i d e s (1992,1996), it w o u l d seem a p p r o p r i 
ate, l i k e teacher e v a l u a t i o n , that p e r f o r m a n c e a p p r a i s a l s tandards are needed 
for se lec t ing cr i ter ia used for j u d g i n g the q u a l i t y of p e r f o r m a n c e of school 
a d m i n i s t r a t o r s . T h e Joint C o m m i t t e e o n S tandards for E d u c a t i o n E v a l u a t i o n 
(1988) es tabl i shed four types of s tandards for e v a l u a t i n g p u r p o s e s : u t i l i t y , 
p r o p r i e t y , feas ib i l i ty , a n d accuracy. A c c o r d i n g to S tuf f lebeam a n d N e v o (1993, 
c i ted i n H e c k et a l . , 2000), utility standards are m e a n t to g u i d e appra i sa l s so they 
w i l l be i n f o r m a t i v e , t i m e l y , a n d i n f l u e n t i a l . Propriety standards protect the r ights 
of those affected b y the a p p r a i s a l . Feasibility standards focus o n the ef f ic iency of 
the e v a l u a t i o n s y s t e m (i.e., easy to use, adequate ly f u n d e d , a n d p o l i t i c a l l y 
v iable ) . Accuracy standards focus o n p r o d u c i n g credib le i n f o r m a t i o n based o n 
re l iable a n d v a l i d data c o l l e c t i o n a n d analys is procedures . 

T h e p u r p o s e s of p e r f o r m a n c e appra isa l s concern quest ions that focus o n 
w h o s e w o r k is to be e v a l u a t e d , the p u r p o s e s of e v a l u a t i o n to be c o n d u c t e d , the 
focus of the e v a l u a t i o n , w h o w i l l use the data b e i n g col lec ted, a n d the dec is ions 
to be m a d e (Stuff lebeam & N e v o , 1993). A d m i n i s t r a t o r s s h o u l d c o n t i n a l l y 
evaluate their effectiveness. A c c o r d i n g to O l i v i a (1989), e v a l u a t i o n s u p e r v i s o r s 
(i.e., p r i n c i p a l s ) serve as m o d e l s to teachers, d e m o n s t r a t i n g a p e r s o n a l need for 
c o n t i n u a l e v a l u a t i o n of their per formance . Feedback o n p e r f o r m a n c e is neces
sary for a l l profess ionals if they are to g r o w a n d d e v e l o p . C o n s c i e n t i o u s a d m i n 
istrators r e g u l a r l y engage i n se l f -eva luat ion a n d seek e v a l u a t i o n of their 
p e r f o r m a n c e b y the teachers b e i n g s e r v e d . A c c o r d i n g to H e c k et a l . , (2000), 
e v a l u a t i o n s i n the past h a v e not been m a d e clear. A l t h o u g h there are t y p i c a l 
p u r p o s e s of e v a l u a t i o n s i n c l u d i n g d e t e r m i n i n g competence , i m p r o v i n g per for 
mance , e s t a b l i s h i n g accountab i l i ty , a n d m a k i n g dec is ions about sa lary i n 
crease, p r o m o t i o n , reass ignment , a n d d i s m i s s a l , the e v a l u a t i o n of 
a d m i n i s t r a t o r s , l i k e that of teachers, has t w o dis t inc t p u r p o s e s ( D a v i s & 
H e n s l e y , 1999; N o r m o r e , 2004). The first is f o r m a t i v e , the process that occurs to 
i m p r o v e the p r o f e s s i o n a l p e r f o r m a n c e of the a d m i n i s t r a t o r . The second is 
s u m m a t i v e , w h e r e b y dec is ions are m a d e r e l a t i n g to e m p l o y m e n t . B o t h h a v e 
the p r i m a r y p u r p o s e of increas ing the effectiveness of i n d i v i d u a l s i n their 
profess iona l e n v i r o n m e n t b y ass is t ing t h e m i n their p r o f e s s i o n a l g r o w t h a n d 
r e a f f i r m i n g their competence i n their p r o f e s s i o n ( D a n i e l s o n & M c G r e a l , 2000; 
D a v i s & H e n s l e y , 1999; N o l a n & H o o v e r , 2004; Seyfar th , 2002). 
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Formative Appraisal 
A n d e r s o n (1991) e m p h a s i z e d that f o r m a l e v a l u a t i o n essential ly is concerned 
w i t h h e l p i n g the appra isee to d e v e l o p a n d g r o w profess ional ly- A c c o r d i n g to 
M a n a t t (1988), f o r m a t i v e e v a l u a t i o n is o n g o i n g , descr ip t ive , n o n j u d g m e n t a l , 
a n d p e r f o r m e d to h e l p those w h o are b e i n g eva luated . M a t t h e w s a n d C r o w 
(2003) state that this type of e v a l u a t i o n is not e v a l u a t i o n i n the u s u a l sense, but 
rather for p u r p o s e s of p r o f e s s i o n a l g r o w t h . There is n o at tempt to p r o v i d e a 
s u m m a t i v e j u d g m e n t . F o r m a t i v e e v a l u a t i o n is o n g o i n g assessment of a d m i n i s 
trator p e r f o r m a n c e . 

Summative Appraisal 
S u m m a t i v e e v a l u a t i o n is d o n e o n an a n n u a l basis, not o n l y for the p u r p o s e of 
i m p r o v e m e n t , but a lso a n d p r i m a r i l y for m a k i n g dec is ions o n tenure; a d v a n c e 
m e n t to l e a d e r s h i p p o s i t i o n s ; a n d i n those s i tuat ions that have it, m e r i t p a y or 
entry a n d a d v a n c e m e n t o n the career l a d d e r . T h i s type of e v a l u a t i o n c u l 
minates i n a c o m p r e h e n s i v e a p p r a i s a l either a n n u a l l y or as o therwise r e q u i r e d 
b y the state or loca l i ty ( N o l a n & H o o v e r , 2004; O l i v i a , 1989; S e r g i o v a n n i & 
Starrat, 1979). M a n a t t (1988) stated that s u m m a t i v e e v a l u a t i o n at the e n d of the 
f o r m a t i v e cycle is c o m p a r a t i v e a n d j u d g m e n t a l , a n d if the evaluatee is a sub-
p a r p e r f o r m e r , m a y become ad judica t ive . 

Progress in the Arena of Performance Appraisals of School Administrators 
M u c h progress has been m a d e i n u p g r a d i n g the q u a l i t y of teacher e v a l u a t i o n 
o v e r the last three decades ( M u r p h y , H a l l i n g e r , & Peterson, 1985; N o l a n & 
H o o v e r , 2004). W h e r e a s teacher e v a l u a t i o n has e v o l v e d f r o m a c e r e m o n i a l 
process ( M u r p h y et al.) to a n i n - d e p t h , m e a n i n g f u l vehic le for i n s t r u c t i o n a l 
i m p r o v e m e n t ( N o l a n & H o o v e r ) , a d m i n i s t r a t o r e v a l u a t i o n has r e m a i n e d sub
s tant ia l ly u n c h a n g e d ( D a v i s & H e n s l e y , 1999; T h o m a s et a l . , 2000). In a 1985 
s t u d y o n p r i n c i p a l e v a l u a t i o n i n 12 school distr icts i n the U n i t e d States, M u r 
p h y et a l . (1985) repor ted that p r i o r to their s t u d y , l ittle at tention w a s d e v o t e d 
to d i s t r i c t - l e v e l processes genera l ly a n d to the role of super in tendent spec i f i ca l 
l y i n p r o m o t i n g effectiveness. T h e y f o u n d that a l l b u t t w o super in tendents 
w e r e p e r s o n a l l y respons ib le for s u p e r v i s i n g and e v a l u a t i n g p r i n c i p a l s . 
W h e r e a s s u p e r i n t e n d e n t s re l ied o n i m p r o m p t u a n d p l a n n e d vis i ts , m o r e often 
t h a n not site a d m i n i s t r a t o r s were u n a w a r e of their vis i ts . D u r i n g the frequent 
vis i ts to schools , d i s c u s s i o n s a n d meet ings a m o n g super intendents a n d p r i n 
c ipa ls centered o n speci f ic p r o b l e m s a n d r e v i e w s of super intendents o b s e r v a 
t ions (i.e., faci l i t ies , c u r r i c u l u m a n d ins t ruc t ion , p e r c e p t i o n c h e c k i n g , 
c o m m u n i c a t i o n , a n d team b u i l d i n g ) . T h e y also re l ied o n g r o u p meet ings of 
p r i n c i p a l s , c h e c k e d progress o n s c h o o l a n d dis tr ic t goals, a n d c o m m u n i c a t e d 
i m p o r t a n t n o r m s a n d goals a n d used specif ic procedures a n d cri teria for as
sess ing p r i n c i p a l p e r f o r m a n c e . 

A l t h o u g h the f i n d i n g s f r o m the s t u d y b y M u r p h y et a l . (1985) h o l d p o s i t i v e 
g r o u n d , one year later L e i t h w o o d a n d M o n t g o m e r y (1986) i d e n t i f i e d p r o b l e m s 
associated w i t h p r i n c i p a l e v a l u a t i o n : (a) pol ic ies l a c k e d deta i l r e g a r d i n g 
processes; (b) s tandards of p e r f o r m a n c e w e r e not a l w a y s w e l l p u b l i c i z e d ; a n d 
(c) pract ices o u t l i n e d in pol i c ies were not a l w a y s f o l l o w e d (cited i n T h o m a s et 
a l . , 2000). D a v i s a n d H e n s l e y (1999) e m p h a s i z e d " i n c o m p l e x organiza t ions l ike 
schools , p o l i t i c a l b e h a v i o r thr ives o n conf l ic t , d i s o r d e r , a m b i g u i t y , a n d a lack of 
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c o m m o n p u r p o s e s or g o a l s " (p. 384). A n d e r s o n (1991) noted that " e v a l u a t i o n s 
of p r i n c i p a l s are not d e s i g n e d to enhance p r i n c i p a l p e r f o r m a n c e , b u t to satisfy 
a c c o u n t a b i l i t y r e q u i r e m e n t s that m a k e p r i n c i p a l e v a l u a t i o n m a n d a t o r y " (p. 
77). T w e n t y years later T h o m a s et a l . (2000) f o u n d i n their s t u d y that a l t h o u g h 
the o v e r a l l p u r p o s e for e v a l u a t i o n w a s clear, practices d i d not necessar i ly 
m a t c h the intent of p r i n c i p a l e v a l u a t i o n . T h e U S Interstate S c h o o l L e a d e r s 
L i c e n s u r e C o n s o r t i u m ( I S L L C ) is w o r t h n o t i n g here. O f m o r e t h a n 40 states, " a 
v a r i e t y of p r o f e s s i o n a l associat ions, a n d a n u m b e r of univers i t ies . . . reexamine , 
c o n c e p t u a l i z e , a n d redef ine the m e a n i n g of school l e a d e r s h i p " (Ellett , 1999, 
c i ted i n T h o m a s et a l . , 2000, p . 219). 

The f o l l o w i n g sect ion discusses the per formance a p p r a i s a l p o l i c y i n d is t r i c t 
X a n d l i n k s it to the l i terature . The focus is o n h o w this p o l i c y w a s d e v e l o p e d 
a n d h o w it s u p p o r t e d s c h o o l adminis t ra tors w i t h their v a r i o u s respons ib i l i t i es 
a n d h o w the a d m i n i s t r a t o r s were expected to m a i n t a i n s tandards of p e r f o r 
mance . 

Discussion: Policy Development for Performance Appraisal in District X 
Developing the Performance Appraisal Model 
T h e P e r f o r m a n c e A p p r a i s a l Process w a s d e v e l o p e d o v e r one year . A l t h o u g h 
p e r f o r m a n c e a p p r a i s a l po l i c ies for school a d m i n i s t r a t o r s w e r e w r i t t e n i n the 
past, ra re ly w e r e a n y used to appraise a d m i n i s t r a t o r s . Because the s c h o o l 
b o a r d h a d recent ly been reestabl ished as a result of a m a l g a m a t i o n (three s c h o o l 
b o a r d s c o m b i n e d in to one) a n d a n o n d e n o m i n a t i o n a l infras tructure (Cathol i c 
a n d Protestant c o m b i n e d ) i n the p r o v i n c e the local school a d m i n i s t r a t o r s i n this 
n e w l y f o r m e d s c h o o l d is t r i c t were d e p e n d i n g o n their former a p p r a i s a l p o l i 
cies. There w a s n o d i s c u s s i o n or consul ta t ion about any changes i n p o l i c y at 
this p o i n t . A s s u p p o r t e d i n the research (Cange los i , 1991a, 1999b; G l a s m a n & 
H e c k , 1996; H a r g r e a v e s & F u l l a n , 1998; L e i t h w o o d & M o n t g o m e r y , 1986; M u r 
p h y et a l . , 1985; S e r g i o v a n n i , B u r l i n g a m e , C o o m b s , & T h u r s t o n , 1999; Stuf-
f l ebeam & N e v o , 1993; T h o m a s et a l . , 2000), lack of i n p u t a n d c o n s u l t a t i o n led 
to f r a g m e n t a t i o n a n d inconsis tency a m o n g adminis t ra tors a n d teachers i n the 
b o a r d d u e to u n c l e a r procedures a n d inconsistent expectat ions. C o n s e q u e n t l y , 
a n e w a n d r e v i s e d p o l i c y w a s necessary. 

A f t e r a p p r o x i m a t e l y one year of r e v i e w i n g the pert inent research o n 
e v a l u a t i o n m o d e l s , the h u m a n resources management , an external faci l i tator , 
a n d other const i tuents (i.e., representat ive parents , teachers, a d m i n i s t r a t o r s , 
s c h o o l c o u n c i l chairs , a n d b o a r d members ) a d o p t e d c o m p o n e n t s f r o m the 
l i terature a n d other loca l d is t r ic t pol ic ies i n the p r o v i n c e to create a n a p p r a i s a l 
s y s t e m that w a s c o n s i d e r e d a p p r o p r i a t e to their context. A f t e r m u c h d i s c u s s i o n 
w i t h the schools for i n p u t a n d rev is ions m a d e a c c o r d i n g l y , this r e v i s e d p o l i c y 
w a s sent to each s c h o o l i n the dis tr ic t for i m p l e m e n t a t i o n the f o l l o w i n g Sep
tember 1999. The p o l i c y w a s not p i l o t e d i n a n y school p r i o r to its i m p l e m e n t a 
t ion . 

Role of the Key Players 
T h e p o l i c y c lear ly d e f i n e d the roles of the v a r i o u s p layers i n v o l v e d i n the 
a p p r a i s a l process . The rev ised p o l i c y for per formance a p p r a i s a l of s c h o o l a d 
m i n i s t r a t o r s took a p p r o x i m a t e l y one year to d e v e l o p . The d e v e l o p m e n t p r o 
cess i n c l u d e d a n u m b e r of r e g u l a r l y s c h e d u l e d m o n t h l y p r i n c i p a l s ' meet ings 
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a n d t w o s c h o o l b o a r d meet ings . The external faci l i tator ( f rom another 
p r o v i n c e ) a n d the centra l office s u p e r v i s o r s genera l ly faci l i tated the p r i n c i p a l s ' 
meet ings w h e n the p e r f o r m a n c e a p p r a i s a l d e v e l o p m e n t w a s on the agenda for 
d i s c u s s i o n . These meet ings w e r e r e g u l a r l y at tended b y a n u m b e r of parent 
representat ives , s c h o o l c o u n c i l chairs , a n d f ive school b o a r d representat ives , a l l 
r epresen t ing the areas i n the school dis tr ic t d e p e n d i n g on w h e r e the m e e t i n g 
w a s h e l d . Because the d is t r i c t covered a large l a n d mass a n d air w a s the 
p r i m a r y means of t rave l , the representat ives were f r o m the t o w n w h e r e the 
m e e t i n g w a s h e l d (sometimes a coastal c o m m u n i t y , other t imes i n the local 
t w i n t o w n s ) . T h e f i n a l v e r s i o n of the per formance a p p r a i s a l p o l i c y w a s d i s 
s e m i n a t e d i n June 1999 a n d i m p l e m e n t e d i n September of that year. 

F r o m i n f o r m a l d i s c u s s i o n s w i t h s c h o o l adminis t ra tors , there w e r e a m p l e 
o p p o r t u n i t i e s to engage a n d stay i n f o r m e d about the f ina l p r o d u c t . R e a c h i n g a 
total consensus o n the f i n a l p r o d u c t w a s not poss ib le . A l t h o u g h a l l par t i c ipants 
agreed o n the p u r p o s e a n d usefulness of the per formance appra isa l s , other 
var iab les n e e d e d to be taken in to c o n s i d e r a t i o n for consensus b u i l d i n g . Schools 
v a r i e d i n s ize a n d context (i.e., cu l ture , e thnic i ty i n coastal schools) . S c h o o l 
a d m i n i s t r a t o r s w h o led schools i n the coastal regions were d e a l i n g w i t h d i f 
ferent c i r cumstances a n d b e h a v i o r s than the local s chool a d m i n i s t r a t o r s . S o m e 
w e r e w o r k i n g i n N a t i v e coastal c o m m u n i t i e s w h e r e cu l ture a n d language 
p l a y e d a h e a v y role . O t h e r s w e r e l e a d i n g schools w h e r e the s p i r i t u a l a tmos
pheres ( C a t h o l i c , Protestant) were s t i l l c o n f l i c t i n g as a result of a m a l g a m a t i o n . 
F r o m p e r s o n a l conversa t ions w i t h school based adminis t ra tors , teachers, a n d 
centra l off ice a d m i n i s t r a t o r s the f ina l v e r s i o n w a s not f u l l y agreed o n , but w a s 
c o n s i d e r e d a n i m p r o v e m e n t f r o m " w h a t used to be . " 

T h e a p p r a i s a l package conta ined a s u r v e y for a d m i n i s t r a t o r se l f - eva lua t ion 
a n d a s u r v e y for teachers and parents to comple te o n their a d m i n i s t r a t o r s . 
These w e r e d e s i g n e d w i t h i n p u t f r o m a l l the consti tuents i n the meet ings , as 
w e r e staff a n d parent s u r v e y s a n d , w h e r e a p p r o p r i a t e , s tudent s u r v e y s . A s 
s u p p o r t e d i n the l i terature ( D a v i s & H e n s l e y , 1999; N o l a n & H o o v e r , 2004; 
M u r p h y et a l . , 1985; T h o m a s et a l . , 2000), these quest ionnaires w e r e specif ic i n 
focus a n d e n c o m p a s s e d a l l areas that a p p r a i s e d a n admin is t ra tor ' s p e r f o r 
mance , o r g a n i z a t i o n a l capabi l i t ies , a n d p e r s o n a l / p r o f e s s i o n a l c r e d i b i l i t y . T h e 
d o c u m e n t (Professional grozvth and appraisal, 1999) e x p l i c i t l y stated that the 
D i r e c t o r a n d A s s i s t a n t D i r e c t o r s w e r e responsib le for a d m i n i s t e r i n g the per for 
m a n c e appra i sa l s b y c o n d u c t i n g i n f o r m a l d iscuss ions w i t h the a d m i n i s t r a t o r , 
teachers, parents , a n d i n some cases the students ( M u r p h y et a l . , 1985; T h o m a s 
et a l . , 2000). 

T h e p l a n w a s meant to m o n i t o r care fu l ly the p o l i c y a n d to m o d i f y it p e r i 
o d i c a l l y if a n d w h e n necessary. A l l s u p e r v i s o r y personne l a n d those w h o w e r e 
a p p r a i s e d w e r e a w a r e of the process i n a d v a n c e to e l iminate a n y surpr ises . It 
k e p t to the genera l p r i n c i p l e s of H i c k c o x (1990) p o l i c y checkl ist . 

Professional Appraisal, Growth, and Improvement Component for Administrators 
T h i s c o m p o n e n t i n c o r p o r a t e d three d is t inc t s u b c o m p o n e n t s . A s s u p p o r t e d i n 
the research ( A n d e r s o n , 1991; D a v i s & H e n s l e y , 1999; M a n a t t , 1988; M a t t h e w s 
& C r o w , 2003; N o l a n & H o o v e r , 2004; O l i v i a , 1989; S e r g i o v a n n i et a l . , 1999), 
each of these w a s d e f i n e d i n the p o l i c y a n d i d e n t i f i e d as A p p r a i s a l ( formative) , 
G r o w t h ( format ive) , a n d I m p r o v e m e n t ( summat ive) . The latter w a s u s e d to 
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w o r k w i t h a n a d m i n i s t r a t o r to i m p r o v e p e r f o r m a n c e if a s ign i f i cant weakness 
h a d been i d e n t i f i e d . T h e f o l l o w i n g is a s y n o p s i s of the contents for each 
c o m p o n e n t as i t a p p l i e d to p r o b a t i o n a r y a n d / o r tenured a d m i n i s t r a t o r s . A set 
of cr i ter ia is o u t l i n e d i n the p o l i c y (Professional growth and appraisal, 1999) 

Description of the Performance Appraisal Component (Probationary Administrators) 
The D i r e c t o r or des ignate in i t ia ted w i t h the a d m i n i s t r a t o r the d e v e l o p m e n t of 
a g r o w t h p l a n w i t h a n e x p l a n a t i o n of expectat ions a n d specif ic t imel ines that 
e n c o m p a s s e d : 
• Self-assessment (end of September) ; 
• F irs t conference (October) ; 
• I m p l e m e n t a t i o n of profess iona l g r o w t h p l a n ( O c t o b e r - M a y ) ; 
• S e c o n d conference ( J a n u a r y - M a y ) ; 
• M i d - y e a r r e p o r t ( January); 
• S u m m a r y ( M a r c h ) ; 
• R e c o m m e n d a t i o n ( A p r i l ) ; 
• A p p e a l Process ( A p r i l ) . 

Professional Growth Component (Tenured Administrators) 
The process w a s set i n the context of each school 's i m p r o v e m e n t p l a n a n d the 
dis tr ic t ' s strategic p l a n . A s the research indicates ( A n d e r s o n , 1991; D a v i s & 
H e n s l e y , 1999; H e c k et a l . , 2000; M u r p h y et a l . , 1985), it p e r m i t t e d the a d m i n i s 
trator to es tab l i sh p e r s o n a l a n d p r o f e s s i o n a l g r o w t h objectives. In this c o m 
ponent , t e n u r e d a d m i n i s t r a t o r s i n the dis tr ic t c o u l d f o r m a s u p p o r t g r o u p 
(elements of a t e a m / s u p p o r t g r o w t h p l a n are o u t l i n e d i n the d o c u m e n t a n d 
i n c l u d e n e t w o r k o p p o r t u n i t i e s , peer e v a l u a t i o n , a n d c o a c h i n g activit ies) to 
carry o u t this stage i n a collégial m a n n e r (Professional growth and appraisal, 
1999). 

Performance Improvement Component (Tenured and Probationary Administrators) 
T h e m a i n objective i n this c o m p o n e n t w a s to ensure acceptable s tandards of 
p e r f o r m a n c e a n d to foster profess iona l g r o w t h . F o r the major i ty of a d m i n i s 
trators, after the p r o b a t i o n a r y p e r i o d , the g r o w t h a n d d e v e l o p m e n t process can 
c o n t i n u e i n a less f o r m a l m o d e . H o w e v e r , there m a y be a d m i n i s t r a t o r s w h o s e 
p e r f o r m a n c e m a y be c o n s i d e r e d less than satisfactory a n d m a y require s i g 
n i f i cant i m p r o v e m e n t . A s s u p p o r t e d b y A n d e r s o n (1991) a n d Seyfar th (2002), 
dis tr ic t X ' s p e r f o r m a n c e i m p r o v e m e n t c o m p o n e n t i n v o l v e d t w o phases (Profes
sional growth and appraisal, 1999). 

Phase 1. Significant improvement required (when major deficiencies appear either 
during the regular professional growth cycle, or at any time) 
• N o t i f i c a t i o n f r o m the D i r e c t o r i n w r i t i n g ; 
• C r i t e r i a for i m p r o v e m e n t ; 
• C o n f e r e n c e ; 
• I m p r o v e m e n t p l a n ; 
• I m p l e m e n t a t i o n p l a n 
• E v a l u a t i o n of progress (due process) ; 
• D e c i s i o n . 
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Phase 2. Unsatisfactory performance (initiated after major deficiencies have been 
addressed in Phase 1 and performance continues to require major improvement) 
• N o t i f i c a t i o n f r o m D i r e c t o r a n d Ass i s tant Di rec tor in w r i t i n g ; 
• C r i t e r i a for i m p r o v e m e n t ; 
• I m p r o v e m e n t p l a n ; 
• I m p l e m e n t a t i o n p l a n ; 
• E v a l u a t i o n of progress (due progress) ; 
• D e c i s i o n ; 
• D i r e c t o r ' s e v a l u a t i o n / r e c o m m e n d a t i o n . 

Policy Implementation: A Synopsis of the First Year 
O n c e the p o l i c y w a s i m p l e m e n t e d there w a s a m i x of reactions f r o m 
s takeholders i n the f irst year (i.e., parents, adminis t ra tors , school counc i l s , 
teachers). Parents were h a p p y that they were i n v i t e d to part ic ipate i n the 
process ; s c h o o l c o u n c i l chairs s a w their current roles as b e i n g m o r e than s i m p l y 
a f u n d r a i s i n g role ; a d m i n i s t r a t o r s h a d a m i x of fear a n d excitement; a n d teach
ers felt that the i r voices f i n a l l y mat tered . In one of the secondary schools , 
h o w e v e r , w h e n teachers w e r e asked to complete the teacher s u r v e y for their 
p r i n c i p a l ' s e v a l u a t i o n , some felt h o n o r e d to be r a n d o m l y selected to g ive i n p u t , 
whereas others felt they w e r e e x c l u d e d o n p u r p o s e to a v o i d a b a d e v a l u a t i o n of 
the p r i n c i p a l . T w o other p r i n c i p a l s ( m i d d l e school a n d e lementary school) 
w e r e a p p r e h e n s i v e that parents a n d teachers w o u l d rate t h e m u n f a i r l y d u e to 
recent s tudent d i s c i p l i n e inc idents they h a d dealt w i t h . T h e y felt that their 
e v a l u a t i o n s c o u l d be s k e w e d a n d affected b y a few d i s g r u n t l e d a n d d i s c o n 
tented parents a n d teachers. It w a s a little d i s c o n c e r t i n g for another a d m i n i s 
trator that i n f o r m a l i n f o r m a t i o n c o u l d be g a i n e d f r o m in terna l a n d external 
sources b e h i n d the scenes. D u r i n g a retreat several adminis t ra tors i n d i c a t e d 
that a f e w o p i n i o n a t e d or i n f l u e n t i a l parents or teachers c o u l d negat ive ly affect 
their appra i sa l s ( i n f o r m a l conversat ions) . 

C e n t r a l office s u p e r v i s o r s agreed that they w o u l d evaluate adminis t ra tors 
a c c o r d i n g l y o v e r three years (personal c o m m u n i c a t i o n ) . The distr ic t s u p e r i n 
tendent took r e s p o n s i b i l i t y for coastal schools in the first three years; the 
assistant s u p e r i n t e n d e n t of h u m a n resources took respons ib i l i ty to evaluate the 
loca l a d m i n i s t r a t o r s ; a n d the assistant super in tendent of p r o g r a m s w a s r e s p o n 
s ible for e v a l u a t i n g the a d m i n i s t r a t o r s i n the local t w i n t o w n . " T i m e " a n d " l a c k 
of p e r s o n n e l " w e r e issues c o n s i d e r e d b y central office s u p e r v i s o r s that 
h i n d e r e d t h e m f r o m a d e q u a t e l y c o m p l e t i n g the a p p r a i s a l process i n the first 
year . C o n s e q u e n t l y , t w o of the ass igned per formance appra isa ls for the 
selected s c h o o l a d m i n i s t r a t o r s w e r e not c o m p l e t e d . 

In years t w o a n d three, m o r e changes occurred i n dis tr ic t X . T h e dis tr ic t 
s u p e r i n t e n d e n t re t i red , one assistant s u p e r i n t e n d e n t ret i red, a n d the other 
assistant s u p e r i n t e n d e n t t ransferred to another school distr ict i n the p r o v i n c e . 
H o w e v e r , a l l three central off ice pos i t ions h a v e since been f i l l e d . F r o m i n f o r m a l 
d i s c u s s i o n s w i t h loca l s c h o o l adminis t ra tors , parents, and teachers, the a p 
p r a i s a l process cont inues to be i m p l e m e n t e d b y the n e w s u p e r v i s o r s . T h i s 
h o l d s p r o m i s e for the dis t r i c t (personal c o m m u n i c a t i o n ) despite the mass ex
o d u s of the f o r m e r s u p e r v i s o r y officers. 
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Comparing Models: Duties-Based Approach to Evaluation 
A c c o r d i n g to S c r i v e n (1994), the scope of dut ies for w h i c h a d m i n i s t r a t o r s are 
respons ib le var ies . P r i n c i p a l s a n d super intendents are responsib le for a l l areas. 
A d m i n i s t r a t o r s are e v a l u a t e d b y their i m m e d i a t e s u p e r v i s o r s . In s m a l l distr icts 
a d m i n i s t r a t o r s are e v a l u a t e d b y the super intendent . In large distr icts they m a y 
be e v a l u a t e d b y a n assistant or a n associate super in tendent . Some a d m i n i s 
trator e v a l u a t i o n p l a n s p r o v i d e for i n p u t f r o m subordinates or others w h o 
w o r k w i t h the i n d i v i d u a l . F o r e x a m p l e , teachers m a y be asked to evaluate the 
p r i n c i p a l ' s i n s t r u c t i o n a l l eadersh ip or c o m m u n i t y relat ions s k i l l s . In some 
systems a d m i n i s t r a t o r s d e s i g n their o w n e v a l u a t i o n f o r m to collect i n f o r m a 
t i o n f r o m s u b o r d i n a t e s , a n d they are encouraged to construct i tems that w i l l be 
of use to t h e m i n p l a n n i n g profess iona l d e v e l o p m e n t act ivit ies . S u c h per for 
m a n c e cr i ter ia for adminis t ra tors m a y i n c l u d e ins t ruc t iona l management , 
s c h o o l / o r g a n i z a t i o n a l i m p r o v e m e n t , s c h o o l / o r g a n i z a t i o n a l c l imate , p e r s o n 
n e l m a n a g e m e n t , faci l i t ies a n d fiscal operat ions , s tudent m a n a g e m e n t , a n d 
s c h o o l - c o m m u n i t y relat ions. 

S c r i v e n (1994) asserts that the Dut ies -Based T e a c h i n g E v a l u a t i o n ( D B T E ) 
m o d e l is a c o m p r e h e n s i v e p o l i c y that certa inly p r o v i d e d some b r e a k t h r o u g h i n 
e v a l u a t i o n . A l t h o u g h it is a n al ternat ive f o r m of teacher e v a l u a t i o n , it can be 
easi ly t rans la ted in to a f o r m for a d m i n i s t r a t o r e v a l u a t i o n . The focus is o n the 
a d m i n i s t r a t i v e d u t i e s that require p o n d e r i n g o n t w o s igni f i cant quest ions : (a) 
w h a t is a s c h o o l a d m i n i s t r a t o r h i r e d to do? a n d (b) h o w can w e dec ide w h e t h e r 
it has been d o n e a d e q u a t e l y or w i t h excellence? A c c o r d i n g to S c r i v e n , " i n order 
for a s c h o o l s y s t e m to s h o w responsib le use of its resources it m u s t evaluate its 
use of each of the v a r i o u s c o m p o n e n t s " (p . 112). Sc r iven a l l u d e s to a d m i n i s 
trator a c c o u n t a b i l i t y b y re i terat ing that " i t is d i f f i c u l t to enforce accountab i l i ty 
o n one s u b s y s t e m if y o u can't tel l h o w m u c h of w h a t h a p p e n s there is d u e to 
def ic iencies i n some other s u b s y s t e m that is not b e i n g c h e c k e d " (p. 112). 
Spec i f i ca l ly , there can be n o f u l l accountabi l i ty of teachers w i t h o u t account
a b i l i t y of a d m i n i s t r a t o r s . T h i s is p a r t l y because teachers' e f f ic iency d e p e n d s o n 
h o w a d m i n i s t r a t o r s p r o v i d e s u p p o r t a n d services (i.e., d i s c i p l i n e issues). 
S c r i v e n asserts, " i t is e th ica l ly objectionable to expect teachers to c o m m i t to a n 
e v a l u a t i o n that a d m i n i s t r a t o r s a v o i d , because a d m i n i s t r a t o r s need it just as 
m u c h , a n d the c o m m u n i t y has the same r ight to i t " (p. 112). 

E l e m e n t s of the dut ies -based a p p r o a c h to e v a l u a t i o n w e r e a d o p t e d b y 
s c h o o l d is t r i c t X for a d m i n i s t r a t o r e v a l u a t i o n . The dis tr ic t uses m u l t i p l e 
measures to get a best est imate of the extent to w h i c h a d m i n i s t r a t i v e tasks were 
d o n e w e l l a n d synthes izes the results. The m o d e l rare ly re l ied o n judges for 
a n y t h i n g they c o u l d not ab ly ana lyze . The v a l i d i t y of the dut ies -based a p 
p r o a c h d e r i v e s f r o m one p a r t i c u l a r source: " the o b l i g a t i o n of the e m p l o y e e to 
d ischarge the dut ies of the job to the extent that is reasonably poss ib le w i t h the 
resources a v a i l a b l e " (Scr iven, 1994, p . 126). A s S c r i v e n states, this source is 
" u n i m p e a c h a b l e o n log ica l , legal , a n d ethical g r o u n d s " (p. 126). 

F o r d is t r i c t X , the D B T E addressed a l l p u r p o s e s of appraisa ls that n e e d e d to 
be a d d r e s s e d , not just for teacher appraisals , but also for the p e r f o r m a n c e 
a p p r a i s a l of s c h o o l a d m i n i s t r a t o r s . U n l i k e school dis tr ic t X ' s p o l i c y , D B T E is 
negat ive i n the area of peer e v a l u a t i o n . Dis t r i c t X ' s a p p r a i s a l process en
c o u r a g e d t e a m e v a l u a t i o n s a m o n g its adminis t ra tors as a means to learn f r o m 

293 



A.H. Normore 

each other a n d to p r o m o t e profess iona l g r o w t h . D B T E is u n i q u e i n that it 
def ines the dut ies of teachers a n d adminis t ra tors i n a list that w a s c o m p i l e d b y 
severa l t h o u s a n d educators . T h e v a l i d i t y of this m o d e l lies i n the m u t u a l 
u n d e r s t a n d i n g of c o n t r a c t i n g part ies . It specifies m i n i m u m to excel lent s tan
d a r d s . T h e D B T E m o d e l rare ly uses style indicators , o n l y s k i l l . It w o u l d be 
in teres t ing to see h o w super in tendents c o u l d l o o k past style to arr ive at a d m i n 
is trat ive p e r f o r m a n c e . Style a n d s k i l l are essential c o m p o n e n t s of a n y m o d e l of 
e v a l u a t i o n a n d w e r e integra l c o m p o n e n t s of the m o d e l u s e d i n dis tr ic t X . 

A c c o r d i n g to Seyfar th (2002), the b a c k g r o u n d a n d experience of the a p 
pra iser h a v e a n e n o r m o u s effect o n q u a l i t y of per formance appra isa l s . E v e n 
w h e n cr i ter ia are d e f i n e d , it takes s o m e leve l of expert ise to recognize a n d 
apprec ia te it. A great d e a l of t r a i n i n g is necessary for someone o u t s i d e the 
p r o f e s s i o n before they can real is t ica l ly be expected to p l a y a u s e f u l role i n the 
a p p r a i s a l process . The D B T E is w i t h o u t d o u b t a m o r e intense a n d t h o r o u g h 
assessment process . T h e t ime factor to c o n d u c t s u c h an a p p r a i s a l c o u l d pose 
p r o b l e m s unless d i rec tors of e d u c a t i o n shuff le their pr ior i t ies . For tunate ly , i n 
d is t r i c t X this p o l i c y w a s a n d cont inues to be a p r i o r i t y that is accepted b o a r d -
w i d e a n d seen as b e i n g w o r k a b l e . A t present (2003), a l t h o u g h there h a v e been 
changes i n the e d u c a t i o n infras t ructure of the school b o a r d (i.e., s c h o o l 
c losures , a m a l g a m a t i o n of schools , d o w n s i z i n g a n d t u r n - o v e r of central office 
a d m i n i s t r a t o r s , a n d dec l ine i n s tudent enro l lment ) , m u c h remains to be ex
a m i n e d to d e t e r m i n e w h e t h e r this n e w per formance a p p r a i s a l m o d e l has h a d 
a n y effect o n the l e a d e r s h i p d e v e l o p m e n t a n d pract ice of school a d m i n i s t r a t o r s 
i n the areas of k n o w l e d g e , s k i l l s , a n d behaviors that lead to effective s tudent 
l e a r n i n g . N e v e r t h e l e s s , i t is far past t ime that p e r s o n n e l i n school distr icts 
across N o r t h A m e r i c a res igned themselves to the fact that m o r e t ime, p e r s o n 
n e l , a n d resources are n e e d e d to facil i tate effective a d m i n i s t r a t o r appra isa l s 
a n d d e v e l o p m e n t . C r e a t i n g a n d / o r a d o p t i n g researched a p p r a i s a l approaches 
that h a v e p r o v e n to be successful i n other settings is cer ta inly a pos i t ive 
d i r e c t i o n for s c h o o l dis tr ic ts to take. A p p r a i s i n g p e r s o n n e l per formance , after 
a l l , is the m o s t c r u c i a l aspect of q u a l i t y c o n t r o l i n any s c h o o l sys tem a n d the 
m o s t i m p o r t a n t substant ia l task of a l l superv i sors i n that system. 

Recommendations 
K e e v e s (1998, c i ted i n T h o m a s et a l . , 2000) n o t e d that it is c r i t i ca l to r e c o m m e n d 
c o n d u c t i n g " l o n g i t u d i n a l s tudies o n the interconnectedness a m o n g the a p 
p r a i s a l of s c h o o l a d m i n i s t r a t o r s , their behavior , their effecbveness, their 
school ' s cu l tures , effectiveness of their schools , a n d corre la t ing the type of 
a p p r a i s a l s y s t e m to the school 's context " (p. 235). A l l s takeholders need ade
quate t ime , p r e p a r a t i o n , a n d t r a i n i n g i n order to appra ise a n d / o r evaluate i n 
the s p i r i t a n d intent of the process. In a d d i t i o n , fur ther research is r e q u i r e d o n 
c o n t e m p o r a r y m o d e l s of p e r f o r m a n c e a p p r a i s a l systems of school a d m i n i s 
trators to d e t e r m i n e their effect o n s tudent achievement . It w o u l d seem a p p r o 
pr ia te n o t o n l y to describe, but also to e x a m i n e cr i t i ca l ly the per formance 
a p p r a i s a l sys tems c u r r e n t l y i n place i n other school distr icts i n b o t h C a n a d a 
a n d the U S to d e t e r m i n e w h e t h e r these per formance a p p r a i s a l systems have 
a n y effect o n the l e v e l of l e a d e r s h i p effectiveness of p r a c t i c i n g school a d m i n i s 
trators or h a v e a n y effect o n o v e r a l l s tudent l e a r n i n g . 
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Conclusion, Implications, and Reflections 
The perfect e v a l u a t i o n s c h e m a seems i m p o s s i b l e to create, b u t it is a n i d e a l that 
school dis tr ic ts c a n w o r k t o w a r d a n d c o n t i n u a l l y i m p r o v e . In the current 
p o l i t i c a l e n v i r o n m e n t the d e m a n d for accountabi l i ty at a l l levels equates to fair 
appra isa l s of a l l p e r s o n n e l . A c h i e v i n g a fair a p p r a i s a l of the s c h o o l a d m i n i s 
trator w i l l r equi re greater c o m p a t i b i l i t y a m o n g a p p r a i s a l ins t ruments , actual 
dut ies of the s c h o o l a d m i n i s t r a t o r , a n d an u n d e r s t a n d i n g of the s tandards that 
g u i d e the p r o f e s s i o n . T h i s i n t u r n m u s t be w e l l su i ted to measure the profes
s i o n a l s t a n d a r d s . It is a g o o d general p r i n c i p l e i n e d u c a t i o n a l a d m i n i s t r a t i o n to 
a l l o w others to p l a y the g u i n e a p i g . M o v i n g o n l y " t o the t r ied a n d true a v o i d s 
w a s t i n g effort a n d d e b u g g i n g n e w a p p r o a c h e s " (Scr iven, 1994, p . 142). The 
s i t u a t i o n m a y w e l l be di f ferent i n s c h o o l dis tr ic t X . A l t h o u g h s c h o o l d is t r i c t X 
cannot p o i n t to l o n g track records w i t h the p r o p o s e d sys tem as a tota l i ty , there 
is n o t h i n g u n f a m i l i a r w i t h its data sources or the dut ies for w h i c h it appea ls for 
v a l i d i t y . 

There are s i m i l a r i t i e s b e t w e e n the D B T E a n d S c h o o l D i s t r i c t X ' s M o d e l for 
A d m i n i s t r a t o r A p p r a i s a l protoco ls . B o t h m o d e l s are m e t h o d s that c o u l d assure 
the p u b l i c of a d m i n i s t r a t i v e accountabi l i ty . The current p e r f o r m a n c e a p p r a i s a l 
d o c u m e n t encourages a l l a d m i n i s t r a t o r s to t u r n their aspirat ions i n t o actions. 
The process a l l o w s t h e m to assess their p e r s o n a l a n d o r g a n i z a t i o n a l strengths 
a n d weaknesses as w e l l as goals a n d direc t ions . It assists t h e m w i t h t i m e 
m a n a g e m e n t a n d a l l o c a t i o n of resources, w h i c h i n t u r n w i l l s t rengthen their 
schools . B u i l d i n g the p e r f o r m a n c e m a n a g e m e n t sys tem w h e r e o r g a n i z a t i o n 
b e h a v i o r s are expected a n d accounted for is c r i t i ca l ( D r u c k e r , 1996). S c h o o l 
distr ic ts n e e d to see p e r f o r m a n c e goals become realit ies, not just w i s h e s . 

F r o m the a d m i n i s t r a t o r ' s perspect ive , the n e w m o d e l u s e d i n d i s t r i c t X 
w o u l d s u r e l y be preferable w i t h a n a p p r a i s a l sys tem that def ines expectat ions 
a n d uses a set of cr i ter ia i n the a p p r a i s a l process that recognizes the great range 
of a a d m i n i s t r a t o r ' s dut ies a n d does not change w i t h every n e w batch of 
research results . T h e a p p r o p r i a t e response is cer ta in ly to r e m o v e f r o m e x i s t i n g 
pract ice as q u i c k l y as poss ib le a l l uses of impress ion is t i c j u d g m e n t , r e p l a c i n g 
t h e m w i t h d u t y - r e l a t e d data . Regardless of h o w care fu l ly pol i c ies a n d practices 
d e a l i n g w i t h p e r f o r m a n c e appra isa l s of adminis t ra tors have been d e f i n e d i n 
s c h o o l systems, i n d i v i d u a l j u d g m e n t is h e a v i l y w e i g h t e d . A d m i n i s t r a t o r s at a l l 
levels of the s y s t e m are respons ib le for e n s u r i n g that adequate t ime a n d resour
ces are ava i lab le a n d that a p p r a i s a l dec is ions are m a d e e q u i t a b l y a n d r a t i o n a l -

iy-
W h a t s c h o o l d is t r i c t X is c u r r e n t l y d o i n g i n this area s h o u l d a p p e a l to m a n y 

school dis tr ic ts that are c u r r e n t l y s t r u g g l i n g w i t h their e x i s t i n g p e r f o r m a n c e 
a p p r a i s a l m o d e l s a n d are c o n s i d e r i n g al ternat ives . T h e dis tr ic t is s t i l l i n a 
re la t ive ly ear ly stage w i t h its a p p r a i s a l m o d e l for school a d m i n i s t r a t o r s . It is 
d i f f i c u l t to s u r m i s e the o v e r a l l outcomes of i m p l e m e n t i n g the p e r f o r m a n c e 
a p p r a i s a l act ivi t ies a n d w h a t effect these h a v e o n s tudent ach ievement . W e can 
see the spec i f i c steps t a k e n b y one s c h o o l dis tr ic t a n d can repor t o n the l i tera
ture percept ions , b u t m u c h i n the i n d i v i d u a l p lans is yet to u n f o l d before 
l o n g - t e r m effects can be ascerta ined. F i n d i n g re levant i n f o r m a t i o n about per 
f o r m a n c e a p p r a i s a l processes for s c h o o l adminis t ra tors requires s e a r c h i n g 
u n d e r other labels a n d categories of l i terature s u c h as effective s c h o o l dis tr ic ts , 
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e d u c a t i o n a l g o v e r n a n c e , t rans format iona l leadership , a n d o r g a n i z a t i o n a l 
l e a r n i n g . I n p a r t i c u l a r there is a need for research that c lear ly c o n v e y s the l i n k s 
b e t w e e n p e r f o r m a n c e a p p r a i s a l of adminis t ra tors a n d m o r e genera l ized s c h o o l 
d is t r i c t l e a d e r s h i p practices . Per formanc e a p p r a i s a l of adminis t ra tors cannot 
be treated as a lone concept i n i so la t ion , but rather as a c o m p o n e n t of o r g a n i z a 
t iona l g o v e r n a n c e a n d p r o c e d u r a l structures in a school distr ict . 

Reflections 
I m p r o v i n g the p e r f o r m a n c e of e d u c a t i o n a l personne l is a s igni f i cant issue i n 
e d u c a t i o n a l r e f o r m . In the past 20 years the leadership role of school a d m i n i s 
trators has c h a n g e d d r a m a t i c a l l y . These c h a n g i n g d e m a n d s a n d expectat ions 
h a v e in tens i f i ed to i m p r o v e l eadersh ip per formance a p p r a i s a l systems for 
increased effect iveness for schools . The structure a n d d e v e l o p i n g process of 
s c h o o l a d m i n i s t r a t o r s a p p r a i s a l processes often v a r y f r o m one school dis tr ic t to 
another . G e n e r a l l y , one c o u l d ant ic ipate a v a r i a t i o n i n perspect ives about the 
p u r p o s e s a n d the usefulness of appra isa ls . Never the less , the d e v e l o p m e n t of 
a n a p p r a i s a l p r o g r a m suggests the need for per formance i m p r o v e m e n t a n d 
a c c o u n t a b i l i t y . 

T h e s takeholders i n dis t r i c t X cont inue to m o n i t o r per formance a p p r a i s a l 
for s c h o o l a d m i n i s t r a t o r s . A l t h o u g h the p u r p o s e of the a p p r a i s a l sys tem has 
b e e n m a d e clear (i.e., to p r o m o t e profess ional g r o w t h a n d i m p r o v e m e n t , to 
c o m m u n i c a t e role expectat ions , a n d to p r o v i d e i n f o r m a t i o n for a d m i n i s t r a t i v e 
dec i s ions , Professional growth and appraisal, 1999), a clear set of p e r f o r m a n c e 
expectat ions is s t i l l s o m e w h a t b l u r r e d d u e to the u n i q u e needs of schools . 
A c c o r d i n g to several s c h o o l a d m i n i s t r a t o r s , self -ref lect ion was i n i t i a l l y a n i n 
tegral par t of the n e w p o l i c y , but few engage in this ac t iv i ty large ly d u e to the 
lack of t i m e for p l a n n e d profess iona l d e v e l o p m e n t activit ies that m i g h t en 
hance s u c h a g r o w t h o p p o r t u n i t y (i.e., l eadership inservice , k e e p i n g abreast of 
best pract ices a n d l e a r n i n g theory, n e t w o r k i n g , b o o k c lubs , retreats, m e n t o r i n g , 
p r o f e s s i o n a l conferences) . D u e to the o n g o i n g res t ruc tur ing i n the s c h o o l d i s 
trict , s c h o o l a d m i n i s t r a t o r s rare ly h a v e o p p o r t u n i t i e s to observe each other i n 
ac t ion . T h i s c o u l d lead to some f ragmentat ion i n distr ic t and site-based leader
s h i p in i t ia t ives , espec ia l ly if inadequate i n v o l v e m e n t is p r o v i d e d for peers, 
teachers, a n d centra l off ice personne l to p r o v i d e feedback. E v i d e n t l y a regular 
m o n i t o r i n g sys tem of the dis tr ic t ' s per formance a p p r a i s a l of school a d m i n i s 
trators m u s t be a p r i o r i t y . 

A l t h o u g h the p e r f o r m a n c e a p p r a i s a l process has i m p r o v e d f r o m p r e v i o u s 
y e a r s — v i r t u a l l y b y strategic p l a n n i n g a n d i m p r o v e d coherency i n expecta
t ions—the a p p r a i s a l practices are s t i l l not w h e r e they s h o u l d be. Dis t r i c t X has 
i n c o r p o r a t e d a n u m b e r of p o s i t i v e activit ies into the s u p e r v i s o r y process w h e n 
def ic iencies a p p e a r i n the regular cycle of profess iona l g r o w t h . These i n c l u d e a 
list of cr i ter ia for i m p r o v e m e n t , a pre- a n d postconference, r e v i s i t i n g the i m 
p r o v e m e n t a n d i m p l e m e n t a t i o n p lans , a n d t ime for feedback. H o w e v e r , based 
o n the s t ructure of the a p p r a i s a l process, one w o u l d expect a m p l e profess iona l 
g r o w t h o p p o r t u n i t i e s a n d resources to s u p p o r t school adminis t ra tors i n their 
quest to i m p r o v e their p e r f o r m a n c e . Extens ive s o c i a l i z a t i o n a n d a s u p p o r t i v e 
c u l t u r e are essential if p e r f o r m a n c e a p p r a i s a l of adminis t ra tors is to result i n 
p r o f e s s i o n a l g r o w t h . In p e r s o n a l conversat ions a n d i n f o r m a l s h a r i n g w i t h 
s c h o o l a d m i n i s t r a t o r s , m a n y asserted that the super in tendent a n d other central 
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office s u p e r v i s o r s h a v e not d e v o t e d adequate t ime to w o r k i n g w i t h a n d o b 

s e r v i n g s c h o o l a d m i n i s t r a t o r s a n d h a v e yet to assist some of t h e m i n d e v e l o p 

i n g p l a n s for p r o f e s s i o n a l g r o w t h . T h i s m a y be d u e to t w o factors: (a) the shif t 

i n s u p e r v i s i o n p e r s o n n e l at central office l eve l (retirements a n d transfers) a n d 

thus lost m o m e n t u m ; a n d (b) the r e q u i r e d t ime for n e w central office a d m i n i s 

trators to engage w i t h s c h o o l a d m i n i s t r a t o r s i n d i scuss ions about s c h o o l c u l 

ture a n d c o m m u n i t y a n d the effects of these elements o n a d m i n i s t r a t i v e 

practices. 

F i n a l l y , i n the l i g h t of the h i g h l y charged p o l i t i c a l context of a d m i n i s t r a t i v e 

l e a d e r s h i p (i.e., increased accountabi l i ty , c h a n g i n g d e m a n d s , a m a l g a m a t i o n of 

school dis tr ic ts , d o w n s i z i n g ) w h o w o r k i n t u r b u l e n t organ iza t ions , it is i m p e r a 

t ive that p e r f o r m a n c e appra isa l s b y centra l office s u p e r v i s o r s p r o v i d e accurate, 

fair , a n d m e a n i n g f u l feedback to s c h o o l a d m i n i s t r a t o r s . T h i s is u n l i k e l y to 

occur s o o n unless centra l off ice superv i sors engage m o r e f requent ly w i t h site-

based a d m i n i s t r a t o r s a n d p l a n a c c o r d i n g l y . A l t h o u g h dis tr ic t X has i m p r o v e d 

f r o m past years , m u c h remains to be d o n e . W i t h m u t u a l u n d e r s t a n d i n g of 

v a l u e s , preferences , a n d needs b e t w e e n schools a n d their c o m m u n i t i e s , m a y b e 

these s c h o o l a d m i n i s t r a t o r s can b r i d g e the c o m m o n issues a n d s i tuat ions i n 

w h i c h d e m a n d s f r o m s takeholders r e m a i n c o n g r u e n t w i t h those of centra l 

office. A s a result , parents , teachers a n d other c o m m u n i t y m e m b e r s i n d is t r i c t 

X m a y c o n t i n u e to restore their faith i n schools a n d u n d e r s t a n d w h a t their 

schools o u g h t to be d o i n g . 
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