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Section I.
Overview of Principal Evaluation Systems
Introduction
A decade of research has identified the importance of both teacher quality and school leadership as the key
levers for improved student achievement. While teacher quality is the single biggest factor influencing student
achievement, strong principals are critical to teacher development and retention. In fact, principals account for
25 percent—and teachers 33 percent—of a school’s total impact on student achievement. 1
The Minnesota legislature responded to this research by passing legislation (Minnesota Statutes, section
123B.147) in 2011. 2 The legislation requires that Minnesota school districts “develop and implement a
performance-based system for annually evaluating school principals assigned to supervise a school building
within the district.” A local evaluation system should be designed and implemented to “improve teaching and
learning by supporting the principal in shaping the school’s professional environment and developing teacher
quality, performance, and effectiveness.” Legislation also established a working group of stakeholders, including
professional leaders, to develop a state example model for principal evaluation. 3 This model is not mandated
but serves as a resource to be used by local districts that must develop and maintain a principal evaluation
system.
This guide focuses on how to implement an effective principal evaluation system, emphasizing the flexibility
districts have to 1) ensure their existing principal evaluation systems meet the statutory requirements, or 2)
create or modify their evaluation systems to meet statutory requirements, or 3) adopt the state example model
(either in its entirety or as a starting point) that meets all of the statutory requirements. (For details on the state
model, go to MDE’s Principal Development and Evaluation State Model page
(https://education.mn.gov/MDE/dse/prev/model/).

“Without continual growth and progress, such words as
improvement, achievement, and success have no meaning.”

– Benjamin Franklin

M. Clifford, E. Behrstock-Sherratt, and J. Fetters, The Ripple Effect: A Synthesis of Research on Principal Influence to Inform
Performance Evaluation Design. (Washington DC: American Institutes for Research, 2012); K. Leithwood et al, Learning
From Leadership: Investigating the Links to Student Learning, (New York: The Wallace Foundation, 2010); T. Waters, R.
Marzano, and B. McNulty, Balanced Leadership: What 30 Years of Research Tells Us about the Effect of Leadership on
Student Achievement (Denver: McREL, 2003).
1

See Appendix A. for the statutory language.
Measuring Principal Performance in Minnesota: A Report, Model and Recommendations. The Minnesota Department of
Education, the Minnesota Elementary School Principals Association and the Minnesota Association of Secondary School
Principals. February 1, 2012. The working group included principals, superintendents, business leaders, directors of principal
associations, parents, school board members, teachers, university professors, and the state licensing board.
2

3
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Opportunities to help principals in their professional practice growth are at the heart of principal evaluation
systems. The guide also emphasizes how the principal evaluation process is intended to create a continuous
improvement cycle that results in improved leadership practice in Minnesota schools.

Purposes of Principal Evaluation
According to the Minnesota legislation the purpose of annual principal evaluations is to:
•
•
•

“Enhance a principal's leadership skills and support and improve teaching practices, school performance,
and student achievement for diverse student populations.
Improve teaching and learning by supporting the principal in shaping the school's professional
environment and developing teacher quality, performance, and effectiveness.
Support and improve a principal's instructional leadership, organizational management, and
professional development, and strengthen the principal's capacity in the areas of instruction,
supervision, evaluation, and teacher development.” 4

Other purposes of principal evaluation include:
•
•
•
•
•
•

4

Supporting principals’ increasing effectiveness and professional practice growth over time using an
ongoing, annual cycle of continuous improvement.
Reinforcing district goals and plans by encouraging the alignment of principals’ professional practice
goals, their school plans and goals, and their job descriptions with district priorities.
Using promising practices, professional dialogue, and collaboration with colleagues to support
leadership development.
Collecting and using evidence for principals’ professional practice growth and continued employment
Guiding professional learning for principals based on their goals, supporting evidence, and results.
Informing higher education principal development degree programs to encourage coursework is aligned
to the principal performance measures and providing the opportunity to develop skills of effective
principals.

Minnesota Statutes, section 123B.147 Principal Development and Evaluation.
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Components of State Principal Evaluation Systems
According to the Center for Great Teachers and Leaders 5 over 40 states have implemented principal evaluation
systems. Most are structured around the following components:
•

•

•

•

•
•

Principal performance standards. These are statements of the demonstrated leadership knowledge and
skills that research identifies for principals who raise student achievement. Minnesota has developed a
framework with five performance standards (called measures) and 21 indicators that further define the
five performance measures.
Measures of principals’ skills on these standards. These include rubrics 6 that describe different levels of
principal performance for principal performance standards. They are often used for a principal’s selfassessment and to determine part of a final summative evaluation. Minnesota has developed a rubric
based on its principal performance measures and indicators, which is available at the MDE Principal
Development and Evaluation State Model page (https://education.mn.gov/MDE/dse/prev/model/).
Other measures can include observable evidence and documented evidence of a principal’s
performance often related to key principals’ leadership activities such as running faculty meetings,
playing a role in professional learning communities, and coaching teachers in instructional practices.
An annual continuous improvement process. This typically includes an annual, multi-step process using
a principal’s self-assessment on the performance standards; setting annual goals with a principal
supervisor that include both personal professional growth and student achievement goals; evidence
collection (including observations of a principal’s leadership practice); a midyear review with a principal
supervisor, and a summative review with a supervisor. A recommended five step process is briefly
described below and in more depth in Section III. of this guide.
Student academic growth measures. These can be growth scores such as those measured by the
Minnesota Comprehensive Assessment (MCA), student proficiency rates, closing achievement gaps,
results from interim assessments, graduation rates and college readiness, and non-academic student
outcomes.
Stakeholder survey feedback. These surveys collect community, parent, teacher, or other stakeholder
feedback or perceptions on the principal’s skills, abilities and improvement strategies.
End-of-year principal summative evaluation. This is a final evaluation of a principal’s professional
practice, goal achievement, and student outcomes. A district may calculate a final numerical score often
using weighted measures.

Great Teachers and Leaders Comprehensive Center’s state database available at
http://resource.tqsource.org/stateevaldb/. (Accessed April 19, 2016)

5

Rubrics are a set of principal actions or criteria used to score or rate principal’s performance on standards and indicators.
Good rubrics consist of a four-point measurement scale and principal performance actions for each indicator at each point
on the scale.
6
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“Growth is never by mere chance; it is the result of forces
working together.”
– James Cash Penney

Components of an Annual Continuous Improvement Process
Section III of this guide describes a recommended continuous improvement process that is at the core of
implementing a principal evaluation system in Minnesota. Within this process, districts need to make decisions
about how to measure principal effectiveness, how to use optional stakeholder surveys, and how to measure
student outcomes.
A recommended annual evaluation system that enhances principals’ professional practice consists of five
process steps described briefly below:
1. Goal-setting and plan development conference. After the principal supervisor orients the principal to the
district evaluation system, the two meet to look at previous evaluations and data and set the principal’s
goals, plan, and timeline.
2. Evidence collection and plan implementation. After the goal-setting conference, the principal collects
evidence to assess if progress is being made on both the professional practice goals and student outcome
goals.
3. Midyear formative review conference. The principal and supervisor meet to review progress on reaching the
principal’s professional practice and student outcome goals.
4. End-of-year summative review conference: The
Figure 1. A Five Step Continuous Improvement
principal assembles all evidence and summary
Process for a Principal Evaluation System
information and shares this with the supervisor; a
final annual evaluation is then created.
5. Evaluation process assessment and revision.
The principal supervisor, central office staff,
and all principals reflect on how they can
improve the district principal evaluation
system and improvement process to enhance
principals’ professional learning and growth.
To see how the five step continuous
improvement process plays out in an annual
cycle see Figure 1.

19 | Section I. Overview of Principal Evaluation Systems

An Implementation Guide for Growth-Focused Evaluation of Minnesota Principals

Roles and Responsibilities of Principal Supervisors and Principals
Whether districts adopt the Minnesota example model or create their own principal evaluation system, they
must meet the statutory requirements including evaluating principals yearly. To ensure the success of these
evaluations, the role of supervisors and principals should be clearly defined. These roles should be
complementary, supportive, and cooperative, taking place in a non-threatening and collegial environment. Both
the principal and the supervisor must be familiar with current statute in the area of principal evaluation and be
informed in the district’s evaluation system. Both must be clear in their understanding of the purposes of
evaluation and any implications the results may hold.
For example, a principal supervisor (often with the involvement and advice of other district administrators)
typically takes on the following roles:
•
•
•
•
•

Seeks the guidance necessary to direct and support the principal’s professional practice and growth
using the district’s principal performance measures.
Determines an evaluation system that supports improved teaching and learning, fits the district context,
supports the principal’s growth, and meets the statutory requirements.
Guides the implementation of the principal evaluation system, including facilitating the review
conferences, and conducting observations.
Assigns the final summative review rating to a principal based on evidence.
Makes recommendations on how to improve the evaluation system that includes feedback from the
principal and other district administrators.

A principal typically takes on the following roles:
•
•
•
•
•

•
•
•
•

Approaches the process with engagement and
a desire to increase leadership skills.
Uses evidence to assess his or her skills and
sets goals to improve professional practice on
the district’s principal performance measures.
With the supervisor, sets professional practice
and student outcome goals.
Implements plans and strategies on a timeline
to achieve leadership goals.
Gathers data, evidence, and artifacts to
demonstrate performance in relation to
principal performance measures and progress
in attaining goals.
Participates actively in review conferences
Reflects on annual progress and renews
personal commitment to next year’s.
continuous improvement goals and actions
Provides feedback to the supervisor on how to
improve the district’s principal evaluation
system.
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Summary
The continuous improvement process supports principals’ professional practice growth by helping supervisors
and principals use multiple sources of evidence and feedback to identify areas for growth and opportunities to
enhance principals’ skills and knowledge.
Professional practice plans identify and provide the kinds of purposeful and targeted professional development
each principal needs, including enhanced mentoring and coaching.
In an effective development and evaluation system, principals are recognized as life-long learners who not only
are to be evaluated against principal performance measures that research has shown to improve student
achievement, but who also are to be supported as professionals through growth plans designed to help them
reach their goals. A principal’s summative rating, at the end of each annual evaluation, is a reflection of not only
the principal’s progress and efforts but also of the power of the district’s principal evaluation system to
continually enhance instructional leadership skills.

“Growth demands a temporary surrender of security.”
– Gail Sheehy

How to Use This Principal Evaluation Implementation Guide
Many different district principal evaluation systems or approaches can meet the statutory requirements. A
district can use this implementation guide to:
•
•
•
•
•
•
•

Ensure its local principal evaluation system meets the statutory requirements (use Section II as a
checklist)
Implement an annual continuous improvement process as the basis for their principal evaluation
systems (use Section III for actions)
Identify and set clear expectations for activities, events, and roles in the continuous improvement
process (see Section III. for roles and responsibilities)
Review promising practices to consider in enhancing local principal evaluation systems. (see the
Principal Evaluation Promising Practices page on the MDE website
[https://education.mn.gov/MDE/dse/prev/prac/])
Understand student outcome measures and how to use them (see the MDE Using Student Outcome
Data page [https://education.mn.gov/MDE/dse/prev/locres/data/])
Plan observation and other evidence collection activities (use Section IV)
Compare different approaches to combining measures to create a principal’s summative rating (use
Section V)

Section II highlights Minnesota’s statutory requirements for principal evaluation. It provides a district
administrator the opportunity to compare the district’s principal evaluation system with statute to see if it
meets the requirements, along with recommended actions to strengthen the district’s principal evaluation
system.
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Section III describes the recommended five step continuous improvement process and delineates the roles of
supervisors and principals in each of the process steps. To help newer evaluators, this section of the guide also
includes more detailed descriptions of each of the five continuous improvement process steps, noting roles and
responsibilities for each process step. Each step is divided into three stages: 1) What happens prior to the step,
2) What happens during the step, and 3) What happens after the step. Interspersed with these steps are
examples of guiding questions that can be used during the planning and review conferences.
Section IV describes an evidence collection plan, steps for conducting on-the-job observations, and four types
of evidence to collect. How evidence is analyzed and judged is included as well as how to provide feedback and
planning for the improvement of a principal’s practice.
Section V describes how leadership practices and student outcomes can be measured and combined into a
final principal review or summative rating. Three different approaches to create a final principal rating are
described—the profile approach, the numerical approach, and the holistic approach. Pros and cons of each are
provided.

Section I MDE Tools and Resources
Appendix A. 2015 Minnesota Statutes, section 123B.147 PRINCIPALS
(https://www.revisor.mn.gov/statutes/cite/123B.147)
Principal Evaluation Promising Practices
These are ideas and practices that districts can use as district-tested exemplars. Using these is one way to
strengthen principal evaluation programs, and to realize their benefits for teaching and learning and, ultimately,
student outcomes. See the MDE Principal Evaluation Promising Practices page
(https://education.mn.gov/MDE/dse/prev/prac/).
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Section II.
Statutory Requirements and Actions Districts Can Take to Meet Them
Promoting District Flexibility
Every Minnesota school district is mandated to establish a principal evaluation system that meets statutory
requirements. 7 A district has the option to use its existing principal evaluation system if it meets the statutory
requirements, create or modify an evaluation system that meets statutory requirements, or adopt the
Minnesota example model, which already meets all of the statutory requirements. The Minnesota example
model is available at the MDE Principal Development and Evaluation State Model page
(https://education.mn.gov/MDE/dse/prev/model/).
In this section, requirements of Minnesota Statutes, section 123B.147, are shown below in italicized text. The
full statute appears in Appendix A. Under each requirement, several recommended actions are provided that
can help district leaders meet statutory requirements—or exceed them. References and links to resources are
also provided to support the implementation of requirements.

Performance-based Annual Evaluation
To enhance a principal’s leadership skills and
to support and improve teaching practices,
school performance, and student
achievement for diverse student populations,
including at-risk students, children with
disabilities, English learners, and gifted
students, among others, a district must
develop and implement a performance-based
system for annually evaluating school
principals assigned to supervise a school
building within the district. The evaluation
must be designed to improve teaching and
learning by supporting the principal in shaping
the school’s professional environment and developing teacher quality, performance, and effectiveness.
The legislation requires an annual performance-based evaluation for principals. The annual process provides
timely feedback and coincides with activities undertaken during the academic year, such as school improvement
planning and the administration of the Minnesota Comprehensive Assessment (MCA), one source of student

Many of the recommended actions in this section are from the New Leaders Inc. report, Designing Strong Principal
Evaluation Systems in Minnesota School Districts, 2013.

7
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outcome data. The evaluation process is performance-based to provide feedback to principals on the skills and
behaviors that research has shown raises student achievement.

Improving Principals’ Practice
The annual evaluation must:
Support and improve a principal’s instructional leadership, organizational management and, professional
development, and strengthen the principal’s capacity in the areas of instruction, supervision, evaluation, and
teacher development.
A set of principal performance measures is critical to a strong evaluation program. According to statute, the
leadership skills that must be covered are instructional leadership, organizational management, professional
development, supervision, evaluation, and teacher development.
Each principal performance measure has several indicators that describe a principal’s professional practice skills
in more detail. A rubric that describes principal actions aligned with the performance measures is central to
most evaluation programs. (See Table 1. below as an example.) A number of commercial rubrics are available
that align to the domains of practice described in statute. The Minnesota example model has a rubric that aligns
to the state’s example model framework and is available at the MDE Principal Development and Evaluation
State Model page (https://education.mn.gov/MDE/dse/prev/model/).
Actions to consider taking:
•

The supervisor uses a set of concise performance measures of what principals need to know and be able
to do to meet the skills and capacities listed in statute. The principal practices that research shows that
have the greatest effect on student performance are: 8
o
o
o
o

Shaping a shared vision for student success supported by a school culture of high expectations and
family engagement
Providing instructional leadership and improving instruction to achieve higher student achievement
Developing and maintaining a high-quality, effective staff
Strategically managing people, data, and processes to foster school improvement

Wallace Foundation. The School Principal as Leader: Guiding schools to Better Teaching and Learning. (New York: Wallace
Foundation). January 2013.

8
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•

•

•

The supervisor sets measureable performance goals with principals, assesses how well principals meet
their professional practice goals and school/student goals, and bases a portion of the summative
evaluation on these results. For more information on how to select student outcome measures, set
targets for them and the number of measures needed for a fair evaluation, see Appendix C.
The supervisor uses a rubric with several performance levels (e.g., exemplary, effective, development
needed, or unsatisfactory) as a way of measuring principals’ performance on standards. Four levels of
performance are broad enough to make meaningful judgments regarding a principal’s practice, yet not
so expansive so as to blur the distinctions between levels.
The rubric will often include examples of evidence related to the indicator that can be collected and
judged to help place a principal in an appropriate performance category. This evidence illustrates the
processes and structures supervisors may expect to see with a principal at various levels of performance
on a standard.
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Table 1 illustrates the layout of a rubric, using a section of the Minnesota example model rubric.

Table 1. Minnesota Principal Performance Measure 1.A., Indicators for the Measure, and Principal
Actions by Performance Category
Performance Measure #1: Develops, advocates for and enacts a shared vision for high student achievement
supported by a culture of high expectations and family engagement.
1 A: Develops and enacts a shared vision for high achievement and postsecondary success for all students.

Action

Exemplary

Effective

Development
Needed

Unsatisfactory

Develops shared
vision

Shares leadership in
developing a vision
for academic and
postsecondary
success for all
identified student
groups.

Engages
stakeholders in
developing a school
vision for high
school student
achievement and
postsecondary
success for all
identified student
groups.

Develops a school
vision for high
student
achievement and
postsecondary
success and
provides some
opportunities for
staff and students
to provide input on
the school vision.

Adopts a vision that lacks
a focus on student
achievement or
postsecondary success or
fails to develop or
communicate a school
vision.

Implements
shared vision

Inspires all adults
and students in the
school and
community to
adopt and enact
the vision; builds
the capacity of staff
to implement
effective
instructional
strategies to
achieve the vision;
ensures all
decisions are
aligned to and
support the vision.

Supports adults and
students in the
school and
community in
taking ownership of
the vision; works
with the leadership
team to implement
effective
instructional
strategies to
achieve the vision;
makes decisions
aligned to and in
support of the
vision.

Broadly
communicates the
vision to adults and
students in the
school community;
identifies
instructional
strategies that may
align to the vision;
may consider the
vision when making
decisions.

Makes limited attempts
to implement the vision;
makes decisions without
considering alignment
with the vision.
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When rubrics are used to evaluate principal leadership, the results can be quantified along a continuum of
performance reflecting a principal’s skill level and logical next steps for growth can be identified.
Beyond helping supervisors assess principal performance, rubrics can be used to help principals identify priority
areas for their own professional practice growth when they do self-assessments during the goal setting process.
Rubrics can also serve as a resource for school leaders and supervisors to talk about practice and to have shared
language to describe what improved practice would look like. The effective use of a rubric requires careful
training, best accomplished through a community of practice, within a district or a consortium of districts, where
participants can share experiences, understandings, and benchmark ratings.

Formative and Summative Evaluations
The annual evaluation must:
Include formative and summative evaluations based on multiple measures of student progress toward career
and college readiness.
Formative evaluations include ongoing measures and a process that is intended to give quality continual
feedback to principals on progress toward their professional practice and school improvement goals.
Formative measures can include observations of principals in key leadership roles with associated feedback,
stakeholder surveys, review of artifacts and other evidence, as well as interim student achievement measures—
especially those that are predictive of students’ MCA scores or other growth measures. Formative measures
(sometimes in the form of interim assessments) allow principals during the school year to gauge progress and if
they are on target for meeting their goals. A midyear formative review conference is a good opportunity to
assess progress on goals and make implementation or instructional adjustments.
Summative evaluations are based on multiple measures and performance criteria that result in a judgment
(sometimes as a rating) being made about the principal’s performance. Typically, these evaluations are
conducted at an end-of-year summative review conference when a principal brings all evidence and summary
information to the principal supervisor to discuss how well the principal met agreed upon goals. This often
includes a principal’s self-reflection on leadership practices as identified in the district’s principal performance
measures as well as the supervisor’s evaluation.
Actions to consider taking for formative evaluations:
•
•
•
•

The principal should analyze available student outcome data to evaluate progress toward meeting
student learning targets.
The principal should reflect on the indicators of leadership practice selected as priority goals and
determine whether professional growth is on track.
The principal supervisor should review evidence provided by the principal and evidence collected
through observations to identify themes for discussion during the midyear formative review conference.
The principal and supervisor should engage in regular conversations about progress, evidence, and
practice and regular feedback should be provided by the supervisor.
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Actions to consider taking for summative evaluations:
•
•
•
•
•

The principal provides a self-assessment and evidence supporting the attainment of agreed upon goals.
The supervisor reviews the principal’s self-assessment, as well as all evidence collected during the
course of the year, determining whether it is in line with the goal targets.
The supervisor reviews and evaluates student academic growth in line with the goal targets. According
to the statute student growth scores must count for at least 35 percent of the summative evaluation.
The supervisor meets with the principal to share strengths, growth areas, the practice rating on each
performance measure (supported by written evidence and judgments), and an initial overall evaluation
rating.
The supervisor assigns a summative rating based on all available evidence and shares that rating with
the principal.

See Section V, Combining Multiple Measures to Create a Summative Rating for more information.

Aligning Job Descriptions, District Plans and Goals, and Principals’ Growth Plans and
Goals
The annual evaluation must:
Be consistent with a principal’s job description, a district’s long-term plans and goals, and the principal’s own
professional multiyear growth plans and goals, all of which must support the principal’s leadership behaviors and
practices, rigorous curriculum, school performance and high quality instruction.
Aligning a principal’s professional practice goals and student outcome goals with the principal’s job description
and district priorities (including the district’s principal performance measures), reinforces the direction of the
district. This alignment also produces coherence and efficiencies between what the district and the principal aim
to achieve.
Strong alignment between the principal’s goals and the school and district goals can help focus the time and
effort of principals and can accelerate progress of both the principal’s and the school’s improvement goals.
When the job description is written to include the goals and outcomes on the principal performance measures
and the principal’s roles in the five step continuous improvement process, the evaluation process will be seen as
integral to a principal’s role.
Actions to consider taking:
•
•
•
•
•

The principal uses district-level plans to shape professional practice goals and student outcomes as well
as the school’s improvement plan.
The principal sets professional practice goals and student outcome goals based on a self-assessment of
leadership skills, prior evaluations, and school improvement goals, keeping in mind the district’s learning
priorities, school improvement strategies, and the school improvement plan.
The principal develops an action plan that addresses the professional practice goals and student
outcome goals, including the supporting evidence and data to be collected.
The principal reaches agreement with the supervisor on a detailed professional growth and evaluation
plan to track progress throughout the evaluation cycle, including evidence collection, observations,
feedback, and supports over the course of the year.
The supervisor provides supports to the principal to help reach agreed upon goals.

See Section III, Details of the Annual Continuous Improvement Process Steps, for a complete description of the
process.
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Observations of a Principal’s Practice
The annual evaluation must:
Include on-the-job observations and previous evaluations.
Frequent school visits to observe different principal leadership actions (such as leading a faculty meeting,
coaching teachers, working with professional learning communities, meeting with parents, etc.) provide
opportunities for supervisors to collect and analyze evidence, provide feedback, facilitate dialogue about
practice, and promote continuous improvement.
The principal supervisor should focus on collecting detailed, relevant evidence that specifically aligns to the
principal’s student learning and professional practice priorities. The supervisor may also want to make some
unannounced observations. Timely, written feedback supports a principal’s leadership growth. Observations
should be more frequent for new principals or for principals who have received unsatisfactory ratings.
Actions to consider taking:
•
•
•
•
•
•

The supervisor reviews previous principal evaluations to inform goals and evaluation activities.
The supervisor identifies opportunities for evidence collection through observations, focusing on data
collection related to the principal’s professional practice goals. The supervisor schedules these for each
principal.
The supervisor observes and collects evidence, then analyzes and judges the evidence according the
principal’s performance measures and the principal’s goals.
The supervisor discusses the evidence with the principal and provides detailed and timely feedback to
the principal.
The supervisor and principal create a plan for the next observation and determine what data collection
and feedback will lead to improved professional practice related to the principal’s goals.
The supervisor and principal jointly reflect on the feedback for continuous improvement steps.

See Section IV, Collecting and Judging Evidence on a Principal’s Performance, for a description of the observation
process.

Stakeholder Feedback
The annual evaluation must:
Allow surveys to help identify a principal’s effectiveness, leadership skills and processes, and strengths and
weaknesses in exercising leadership in pursuit of school success.
Surveys are another form of evidence for informing principals’ leadership practice. Understanding how
stakeholders (such as teachers, parents, community members, and students) view principals’ leadership skills
can provide another lens for feedback on a principal’s leadership practice. Surveys may include questions related
to the strategies, actions, and events at a school. School climate surveys gather feedback on the school’s culture
and conditions. These surveys should meet the technical requirements of reliability and validity and have
adequate stakeholder representation in the survey sample to reliably inform a principal’s practices.
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A survey can be administered in the fall, winter, or early spring with the results being used to make adjustments
in a principal’s leadership practices. Depending on the timing, stakeholder survey results should be integrated
into the five step continuous improvement process. For example, stakeholder feedback can be used to inform a
principal’s self-assessment, shape goal setting, and provide evidence of leadership practices over time.
Actions to consider taking:
•
•
•

•
•

•
•

The district or school determines what leadership measures, district improvement strategies, school
climate, etc., should be assessed in stakeholder surveys.
The district or school determines whose feedback will be collected (teachers, parents, students,
community members, etc.).
The district or school considers the potential survey “burden” (number of stakeholders to complete the
survey, time to administer and take the survey, and the cost of administering the survey). If the
administrative burden is high, the district may want to consider using survey results to meet multiple
district and principal information priorities.
The district or school ensures the survey meets technical requirements, making sure the survey
measures what it says it measures (validity) and results are consistent across respondents (reliability).
The district or school considers using Minnesota’s Principal Leadership Stakeholder Survey or a
commercially available survey that has already been proven in the field. The Minnesota Principal
Leadership Stakeholder Survey and handbook are available at the MDE Using Stakeholder Feedback
page (https://education.mn.gov/MDE/dse/prev/locres/feed/).
The district or school provides adequate stakeholder representation to ensure that the results are
representative.
The supervisor and principal determine how survey results will be used for continuous improvement and
how they may inform a principal’s summative evaluation and the next cycle’s goal setting plan.

Assessing Student Academic Growth
The annual evaluation must:
Use longitudinal data on student academic growth as 35 percent of the evaluation and incorporate district
achievement goals and targets.
Student academic growth is a good measure of a principal’s contribution to achievement and role as an
instructional leader. Longitudinal student growth data identify how much students learn from year to year. One
method of calculating student growth data, value-added models, use historical data to predict the amount of
improvement expected for groups and compare that to actual improvement. Some commercially available
interim assessment can also provide estimates of student growth.
Actions to consider taking:
•
•
•

The supervisor and principal review past school data and progress.
The supervisor and principal select the student academic growth measures and other measures of
student achievement aligned to school and district needs and priorities.
The supervisor and principal set attainable and ambitious targets. Targets should be clear enough so
that both the principal and supervisor know what success looks like.
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•
•

The supervisor determines how many targets should be met to reach different levels of proficiency (see
Appendix C). Growth measures that can be reliably measured across schools should have more weight.
The supervisor calculates student growth measures as 35 percent of the principal’s summative
evaluation rating.

To better understand how to use student outcome data in school improvement planning, principal
development, and school effectiveness, see the Practice Profile Tool: Using Student Outcome Data at the Using
Student Outcome Data page on the MDE website (https://education.mn.gov/MDE/dse/prev/locres/data/).
For a guide on possible data sources, see an Overview of Available Student Outcome Data and Recommended
Uses at the Using Student Outcome Data page on the MDE website
(https://education.mn.gov/MDE/dse/prev/locres/data/).
A Directory of Student Outcome Tools is available at the Using Student Outcome Data page on the MDE website
(https://education.mn.gov/MDE/dse/prev/locres/data/). This tool provides resources for use by principals and
principal supervisors as they work with student outcome measures for both school improvement planning and
principal evaluation and development.

Principals’ Professional Learning
The annual evaluation must:
Be linked to professional development that emphasizes improved teaching and learning, curriculum and
instruction, student learning and a collaborative professional culture.
Professional learning opportunities for a principal should be based on the district’s principal performance
measures, their professional practice and academic growth goals, and the needs of the principal as identified by
the annual evaluation. The principal and supervisor should agree on professional learning activities designed to
improve the principal’s practice in identified priority areas. Professional learning should be customized to the
individual and could be self-directed or could result from coaching experiences, participation in institutes, in
action research, or in professional learning communities, etc.
Actions to consider taking:
•
•
•
•

The supervisor incorporates information from each principal’s self-assessment and goal setting into the
design of district-sponsored professional learning or a principal’s self-directed individual learning.
The supervisor taps the expertise of district staff to
support principals’ professional learning, especially
when several principals have common needs.
The supervisor develops a professional learning
community for principals that addresses their
common learning needs.
The supervisor links the principal to external
resources such as offerings by professional
associations, service cooperatives, institutes, and the
MDE based on their professional learning needs.
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Principal Improvement Plans
The annual evaluation must:
For principals not meeting standards of professional practice or other criteria under this subdivision, implement a
plan to improve the principal’s performance and specify the procedure and consequence if the principal’s
performance is not improved.
A principal who is not performing adequately (as determined by the district) is required to have a growth plan to
improve their performance.
Actions to consider taking:
•
•
•
•
•

The district determines and communicate what level of overall performance the district considers to be
adequate and what level merits intervention.
The district develops a policy that spells out the consequences if a principal fails to meet improvement
goals and improve performance.
The supervisor conducts an improvement plan conference with the principal to identify deficiencies in
relation to performance measures, create an improvement plan, and specify measures, timelines and
supports, and sufficient outcomes.
The supervisor monitors the principal’s progress toward meeting the improvement goals and provides
feedback and additional supports if needed.
The supervisor and district implement consequences if progress is not achieved.

Summary
This section has highlighted the key statutory requirements of the legislation and what actions a district might
take to meet or exceed each requirement. While there are statutory requirements that every district must
include in its principal evaluation system, Minnesota’s principal evaluation legislation provides significant
flexibility to districts in how they implement each requirement.
Section III describes a recommended five step continuous improvement process and delineates roles of
supervisors and principals in each of the process steps. What happens prior to a step, during a step and after a
step is also broken out. Sample guiding questions for conferences are also provided.
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Section II MDE Tools and Resources
Appendix A. 2015 Minnesota Statutes, section 123B.147 PRINCIPALS.
(https://www.revisor.mn.gov/statutes/cite/123B.147)
Minnesota Example Model
Currently appears in Measuring Principal Performance in Minnesota: A Report, Model and Recommendations.
The Minnesota Department of Education, the Minnesota Elementary School Principals Association and the
Minnesota Association of Secondary School Principals. February 1, 2012. The model appears in Addendum A.
Appendix C. Three Steps in Assessing Principals on Student Outcomes
An approach that helps the principal select the right measures, set the right targets, and determine how many
targets should be met to reach proficiency. Examples are provided.
Minnesota Principal Development and Evaluation Rubric
(https://education.mn.gov/MDE/dse/prev/model/)
The Minnesota Principal Performance Measures, or standards, define the actions principals need to take to drive
increases in student performance. In addition, a rubric, aligned to the performance measures is available to aid
principals and supervisors in principal self-assessment, goal setting, and evaluation.
Principal Leadership Stakeholder Survey
(https://education.mn.gov/MDE/dse/prev/locres/feed/)
The Minnesota Teacher Survey for Principal Development and Evaluation is meant to be administered to
teachers, providing their perception of the principal’s leadership. Survey items are aligned to Minnesota’s
Principal Performance Measures. The Teacher Survey for Principal Development and Evaluation: Administration
Guidance handbook is an essential companion to the survey.
Practice Profile Tool: Using Student Outcome Data
(https://education.mn.gov/MDE/dse/prev/locres/data/)
This resource supports principals and principal supervisors by identifying the five core components involved in
using longitudinal student outcome data to inform principal development and evaluation, and school
improvement planning. This tool lists each component, its rationale, and the observable behaviors that describe
what each component would “look like” if recommended student outcome data practices were being
implemented by principals and principal supervisors.
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Overview of Available Student Outcome Data and Recommended Uses
(https://education.mn.gov/MDE/dse/prev/locres/data/)
The document provides principals and their supervisors with a robust list of possible indicators and measures of
student outcomes, including not only student test information but other possible student outcomes (graduation,
attendance, social-emotional skills, post-secondary success, etc.) For each possible measure or assessment, it
gives guidance on whether/when/how to use the measure.
Directory of Student Outcome Tools
(https://education.mn.gov/MDE/dse/prev/locres/data/)
This resource provides principals and principal supervisors with tools, templates, and exemplars to use when
implementing the five different components of the practice profile tool on using student outcome data.
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Section III.
Details of the Annual Continuous Improvement Process Steps
Overview9
Principals play an active role in their own professional growth and development
through a cycle of continuous improvement. Feedback and reflection on goal
attainment is an important part of the process. How district leaders support
principals in their professional learning also makes a difference in their success.
The principal evaluation process begins the school year with a self-assessment, a
review of relevant data, prior evaluations and goal setting for the coming year.
This creates the foundation for implementing a goal-driven and evidence-based
improvement plan. Throughout the school year, the principal implements the
plan and both the principal and principal supervisor collect evidence. The
principal supervisor provides feedback and coaching to the principal on the
evidence collected.
Midway through the year, the principal supervisor conducts a formative review
with the principal, providing an opportunity to assess progress and make adjustments as needed to the
principal’s action plans. The principal has a chance to formally review interim data and reflect on progress to
date, a step that can allow mid-course corrections and ultimately inform the summative review.
During the summative review conducted at the end of the year, the principal and principal supervisor discuss the
supervisor’s findings and the summative evaluation for the principal.
The content of the summative evaluation and self-assessment become key sources of information for the
principal’s next goal setting as the cycle continues into the following school year. If the principal does not meet
the district’s performance requirement, an improvement plan is developed and implemented.

“If you can't describe what you are doing as a process,
you don't know what you're doing.”
– W. Edwards Deming

9

New Leaders Principal Evaluation Handbook, (New Leaders: New York, 2012). This section draws upon, in adapted form,
many of the Handbook’s descriptions recommended process steps for principal evaluation.
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An Annual Review Cycle for Principal Development and Evaluation Systems
Figure 2 depicts a recommended annual review cycle for district principal evaluation systems.
Prior to the start of school/early fall involve the following two goal setting lists
Goal setting and plan development
Review of data and previous evaluations and growth plans
•
•
Reflection and self-assessment
Goal setting – professional practice, student outcomes and school performance
•
Goal setting conference
•
Discussion of previous evaluations, self-assessment and professional practice and school improvement priorities
Approval of performance goals and action plans
•
January-February involve the following list of midyear formative review
Discussion of progress, professional growth and performance goals
•
Discussion of performance measures and results of observations
•
•
Review of interim school performance goals data
Make possible adjustments to goals or strategies
•
May-June-July involve the following three lists:
End-of-year summative review
Goals results and evidence review (note that if data is not available to finalize results for goals, then impacted final activities.
•
•
Summative performance measures rating
Review of interim school performance goals data
•
•
Make possible adjustments to goals or strategies
End-of-year conference
•
Summary report (note that if data is not available to finalize results for goals, then impacted final activities.
•
Performance level calculation
Summative review
•
Growth plan
Self-directed plan
•
•
Jointly developed plan or
•
Improvement plan
Between each time period – between early fall and January/February and again between January/February and May-June-July is orientation on the
process which consists of the following:
Evidence collection and plan implementation
•
•
Collection of stakeholder feedback – survey administration
•
Ongoing feedback and coaching conversations based on multiple observation
Targeted development activities and evidence
•

Figure 2 A Recommended Annual Review Cycle for Principal Development and Evaluation Systems

This section of the guide includes more detailed descriptions of each of the five continuous improvement
process steps, noting the roles and responsibilities for each process step. Each step is divided into three stages:
•
•
•

What happens prior to the step?
What happens during the step?
What happens after the step?

Links to resources that support each step are included. Each process step is described beginning on the next
page.
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1. Orientation, Goal-Setting, and Plan Development Conference (Can occur
between spring and early fall)
The process begins with the supervisor providing an orientation to the district evaluation system for the
principal. The orientation clarifies roles and expectations, the timeline of evaluation events, what measures will
be used to assess a principal’s performance, the weighting of the measures, what recording forms might be
used, and how a final rating will be calculated.
The principal conducts a self-assessment based on the district’s expectations of leadership performance that
typically uses performance measures, indicators, and rubrics adopted by the district. After understanding the
district’s long-term plans and goals, principals review prior evaluations, student-level achievement data,
stakeholder survey results (if available) and school improvement plans (often with the school leadership team).
Based on this review, the principal proposes initial professional practice goals, student outcome, and school
improvement goals.

“A goal properly set is halfway reached.”
– Zig Ziglar
At the goal-setting conference, goals and growth targets are finalized, along with the implementation strategies
that will be used, and the evidence that will be collected and assessed. All of this is documented in a growth plan
with milestones of progress along a timeline for the school year. (For example a milestone could be that 85
percent of students should be on target by midyear to achieve the school’s mathematics proficiency goals by the
end of the year.) This plan should include a schedule for regular observations and evidence collection,
benchmarks of progress, feedback, and supports throughout the year.
In the absence of agreement, the principal supervisor should make the final determination about the goals. The
principal’s job description is adjusted to reflect the focus of the annual evaluation. If the supervisor has
significant concerns regarding the principal’s performance and intends to use a process that is targeted at
remediation, it is important that this be clearly communicated at the goal-setting conference.
Figure 3 shows how the previous year’s evaluation results and the school and district’s plans and priorities
inform the principal’s professional goals and the principal evaluation process.
Figure 3: Inputs for the Principal Evaluation Process
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Orientation, Goal-Setting, and Plan Development Conference Responsibilities
District/Supervisor Responsibilities

Principal Responsibilities

Prior

Prior

Orientation:
•
•
•

•

•

With other district leaders, define the district’s principal
evaluation system in line with the statutory
requirements and research-based practices
With other district leaders, develop orientation
materials for the district’s evaluation system, possibly
building on materials available from MDE
With other district leaders, determine final weights for
the evaluation system components (including ratings on
performance measures, and multiple student outcome
measures)
Formally orient principals to the district’s principal
evaluation system, its timeline and expectations, and
how it aligns with the district’s goals and learning
priorities
Ensure the annual evaluation is consistent with the
principal’s job description and the state statutes

Goal setting:
•
•
•
•

Schedule the goal-setting conference
Review evidence and results from previous evaluations
with the principal
Share the district’s goals and student learning priorities
for the coming year
May choose to review each principal’s self-assessment
and proposed professional and school improvement
goals prior to the conference

Orientation:
•

Participate in the district’s orientation to the
principal evaluation system

Goal setting:
•

•
•
•

Complete the self-assessment using principal
standards and review previous year’s
evaluation, past year’s student assessment
results, previous survey results (if available),
the current school improvement plan priorities,
and improvement strategies that worked in
prior years
Develop school improvement goals and
professional practice goals aligned to the
district’s long-term goals and learning priorities
Identify evidence and measures to assess the
proposed professional practice and school
improvement goals
Create a professional practice plan with goals,
strategies, evidence to be collected and
assessed and a timeline to share with the
supervisor
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•
•
•
•
•
•

District/Supervisor Responsibilities

Principal Responsibilities

During

During

Facilitate the goal-setting conference
Discuss strengths and weaknesses with the principal
and what is needed to maintain strengths and address
weaknesses
With the principal, set targets for student outcome
measures and professional practice
Identify the evidence that will be collected and the
results necessary to achieve the goals for professional
practice and student outcomes
Approve the principal’s final goals
Help link the principal with supports and resources to
meet his or her goals

•

•

•
•

With the supervisor, actively participate in
explaining, analyzing, and drawing from data
sources to determine his or her most important
goals for the current school year and a detailed
evaluation plan
With the supervisor, finalize goals for
professional practice and school outcomes, as
well as measures, outcomes, strategies, and
needed supports
Agree to the evidence collection plan and the
results necessary to achieve the goals
With the supervisor, agree on the evidence
needed to identify his or her goal attainment

After
•
•

•

Approve the principal’s goals and growth
implementation plan or revise goals, and strategies for
plan implementation
Provide agreed-upon supports to the principal
(including district interim student assessment results,
professional learning opportunities, stakeholder survey
results, if available, etc.)
Reflect on the process step and make notes on how the
orientation and goal-setting process might be improved

After
•
•
•
•

Make revisions to the professional practice
goals, school performance goals, and action
plans as requested by the supervisor
Document the evaluation plan
Begin to implement action plans for
professional practice and student outcomes
Reflect on the process step and provide
feedback to the supervisor on how the
orientation and goal-setting process may be
improved

The goal-setting conference can be informed by a set of guiding questions asked by the supervisor. Principal
supervisors may want to choose among these questions and include some additional questions. The supervisor
may want to provide these (or selected) guiding questions to the principal in advance of the conference.

“Our goals can only be reached through a vehicle of a plan, in which
we must fervently believe, and upon which we must vigorously act.
There is no other route to success.”
– Pablo Picasso
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Goal-Setting Conference Outline and Guiding Questions
Principal’s Self-Assessment
1. How did you approach this self-assessment task? Do you feel your self-assessment accurately captures
your strengths and areas of potential growth?
2. How do you think your self-assessment will compare to my evaluation?
3. What did you identify as your strengths? What evidence supports your selections?
4. Was the self-assessment process beneficial? If so, how?
5. How can I support your ongoing self-assessment and reflection on practice?
Principal’s Professional Practice Goals and Growth Plan
1. Which indicators did you identify as growth priorities for this year?
2. How did you incorporate previous evaluation results in identifying these priorities?
3. Summarize the growth activities in your growth plan. What role does collaboration with other school
leaders play in any of these activities?
4. What evidence do you plan to use to show you have successfully completed growth activities and that
you applied these growth activities to your leadership practices?
School Performance Measures
1. Did you base these performance goals on a school improvement planning process? What other
stakeholders were involved in the process? How did you facilitate the process? How did you ensure
planning was based on data? How did you ensure planning reflects research-based strategies?
2. How does student data support the selection of the priorities reflected in these goals?
3. Are your goals specific? Measureable? Attainable? Results-bound? Time-bound?
4. Do you plan to communicate these goals to your school community? How?
5. What are the strategies in your action plan that support attaining these goals?
6. What evidence will be collected about the implementation of the action plan? How will the evidence
reflect implementation of practices that impact student learning?
7. What other stakeholders play important roles in the action plan(s)?
8. What specifically is your role in implementing the action plan(s)?
9. What support do you need from me to help implement the action plan?
Stakeholder Feedback (Survey)
1. How can we implement the stakeholder feedback (survey) component so that it informs school planning
and your professional growth?
2. Which survey components are most linked to your professional practice goals?
3. What concerns do you have about the stakeholder feedback survey informing your evaluation?
Evaluation Process Assessment and System Revision
1. What changes would you make to your preparation for the goal-setting conference or how the
conference was conducted and documented to make this step more useful in supporting your
professional practice growth?
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2. Evidence Collection and Plan Implementation (Between the goal-setting
conference and the end-of-year summative review conference)
Between the goal-setting and plan development conference and the end-of-year summative review conference,
the principal implements the agreed-upon plans, and the supervisor and principal collect evidence to monitor
progress on the goals set at the beginning of the year.
Both direct and indirect observations are required for collecting evidence of principal practice, along with
artifacts and school data.
The supervisor directly observes the principal in specific leadership settings such as observing teachers, coaching
teachers on instructional techniques, working with professional learning communities, working with parent
groups, and leading faculty meetings. Indirect evidence may come from an analysis of systems or processes
principals have put in place, such as professional learning communities, or the observation of teacher practice
across multiple classrooms.
Additional evidence can include data for each principal performance measure, stakeholder feedback,
documentation of the professional learning achieved during the year, and evidence of student outcomes
measured over time. The supervisor also ensures a principal receives results on any district-administered
student assessments and stakeholder surveys as they become available. The principal may choose to administer
his or her own or the district’s stakeholder surveys.
Coaching by the supervisor of the principal
often happens during the plan implementation
and evidence collection phase. Good coaching
requires preparation; relationship building;
reflection; and actions that impact goal
setting, data collection and progress
monitoring. See a Guide to Coaching School
Principals in Minnesota: Incorporating
Coaching Strategies into Principal
Development and Evaluation.
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Evidence Collection and Plan Implementation Responsibilities

•
•
•
•
•

•
•

Principal Supervisor Responsibilities

Principal Responsibilities

Prior

Prior

Develop an evidence collection plan with the principal
that identifies what evidence will be collected, what will
be observed and when
Schedule formal school site visits for principal
observations. Unannounced visits may also occur
Adopt or recommend district student achievement
measures and a schedule for their administration and
reporting
Ensure multiple measures of student academic growth
are available
If desired by the district, identify a stakeholder survey and
a process to administer and report results to principals; or
the principal may choose to administer a version of the
district survey with specific school related questions
May administer stakeholder feedback surveys in the fall
so results are available for the midyear review
Provide survey results to the principal

•
•
•
•
•
•

Inform and agree to an evidence collection plan
that will provide timely evidence and feedback on
the principal’s goals
Continue to implement action plans for
professional practice and for school performance
goals
Collect and organize evidence as discussed with
the supervisor in the goal setting conference and
after the midyear review
Reflect on the collected evidence and what it
means for attaining goals
May administer a version of the district
stakeholder survey with specific school related
questions
Analyze survey results for implications of goal
attainment and future goal setting

During
•
•
•

Conduct ongoing school visits and observations, providing
feedback on the principal’s performance
Discuss stakeholder feedback results (if available) with
principals
Ensure district administration of student achievement
measures and that results are reported to principals

During
•
•
•

Continue to implement action plans for
professional practice growth and for achieving
school performance goals.
Review collected evidence and reflect on what it
means for attaining goals
Use ongoing evidence to assess progress on goals
to date and make needed mid-course corrections

After
•
•
•
•

Continue to conduct ongoing school visits and
observations, providing feedback on each principal’s
performance
If applicable, collect stakeholder feedback and report
results to principals
Continue to ensure district administration of interim
student achievement measures and that results are
reported to principals
Reflect on the process step and make notes on how the
evidence collection and plan implementation process may
be improved

After
•
•
•
•
•

Continue to implement action plans for
professional practice growth and for achieving
school performance goals
Continue to collect and organize evidence as
discussed with the supervisor in the goal setting
conference
May administer the stakeholder surveys
Use ongoing available evidence to assess progress
on goals to date and make needed mid-course
corrections
Reflect on the process step and provide feedback
to the supervisor on how the evidence collection
and plan implementation process may be
improved
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3. Midyear Formative Review Conference (Part-way through the year such as
in February or March)
The midyear conference provides the opportunity for a focused conversation between the principal and the
supervisor to review progress and make any needed mid-course corrections.
The principal knows from the plan development at the beginning of the school year what evidence to bring and
how the conference will be structured. For example, the principal may bring and analyze interim student
performance measures and may make changes in instructional strategies based on the interim measures. The
supervisor asks questions of the principal in light of the evidence brought to the conference and provides
feedback on how well the principal is meeting goals and where more effort or a change in strategy may be
needed.
The midyear conference concludes with formal feedback to the principal. After the conference, the principal
supervisor continues to make observations of the principal’s professional leadership practices and provide
feedback on performance, professional growth, plan implementation, and evidence. The principal continues to
collect evidence and implement plans for school performance and professional growth.

Midyear Formative Review Conference Responsibilities

•
•
•
•
•

Principal Supervisor Responsibilities

Principal Responsibilities

Prior

Prior

Review the principal’s original evaluation plan, including
goals and priorities
Review the evidence collected by the principal and notes
from observations of the principal’s practice
Communicate to the principal expectations for midyear
formative review conference
Schedule midyear formative review conference with the
principal
Provide guiding questions for the conference discussions

•
•
•
•

Review the evaluation plan agreed upon at the
beginning of the school year
Review and analyze available student achievement
data to assess progress toward school performance
goals
Submit evidence about actions taken to achieve
school performance and professional practice goals
to the supervisor
Reflect on the development of leadership practices
related to the achievement of the goals

During
•
•
•
•
•

Facilitate midyear formative review conference
Provide performance feedback based on the principal’s
goals, rubrics, and evidence collected to date
Review interim assessment data relevant to school
performance goals and evidence of implementation of
the school improvement plan
Review stakeholder survey results (if available) as
formative feedback for the principal
Check evidence of progress on professional practice goals

During
•
•
•
•

Reflect on the collected evidence and what it means
for attaining goals
Describe actions taken to accomplish goals
Bring and describe documented evidence on
progress toward professional goals and student
outcome goals
Reflect on stakeholder feedback results (if available)
for evidence of goal attainment or needed midcourse corrections

33 | Section III. Details of the Annual Continuous Improvement Process Steps

An Implementation Guide for Growth-Focused Evaluation of Minnesota Principals

Principal Supervisor Responsibilities
•
•

If needed, work with principal to revise professional
practice and school improvement goals and strategies to
achieve them
Identify any specific concerns and increase support to
principal if progress on goals on the proposed timeline is
inadequate

Principal Responsibilities
•
•
•

Consider changes in circumstances that may require
changing the priorities and strategies
With the supervisor’s approval, may make changes
to goals and strategies
Request any needed additional supports

After
•
•
•
•
•

Complete a midyear review conference report and share it
with the principal
Continue to conduct ongoing school visits/observations,
providing feedback on performance, professional growth,
plan implementation, and evidence
If applicable, collect stakeholder feedback and report
results to the principal
Communicate expectations for the end-of-year summative
conference to the principal
Reflect on the process step and make notes on how the
midyear review conference process may be improved

After
•
•
•
•
•
•

Continue to implement action plans for professional
practice and for school performance goals
Implement mid-course corrections, if applicable
Continue to collect and organize evidence as
discussed with the supervisor in the goal- setting
conference and midyear review
Collect and organize assessment results to evaluate
school performance goals as results become
available
May identify additional learning opportunities for
professional growth
Reflect on the process step and provide feedback to
the supervisor on how the midyear review
conference process may be improved

The midyear conference can be informed by a
set of guiding questions asked by the
supervisor. Principal supervisors may want to
choose among these questions and include
some additional questions specific to their
district or a principal. The supervisor may want
to provide these (or selected) questions in
advance of the conference to the principal.
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Midyear Conference Outline and Guiding Questions
Principals Professional Practice Goals and Growth Plan
1. When you reflect on your fall self-assessment and your professional practice goals, do you still have the
same areas of strength and areas for growth?
2. How have you capitalized on your strengths to this point in the year?
3. What progress have you made in your professional growth? What parts of your professional practice
growth plan have you implemented?
4. How have you applied these growth activities to your leadership practices? What evidence do you have
that these growth activities have improved your practices?
5. What professional learning opportunities is the evaluation process providing?
6. What concerns about the process do you have at this point?
School Performance Measures
1. At this point, how do you think you and the school will do on the school performance goals? Are you
likely to achieve your goals?
2. What interim student data have you collected to monitor progress on the school performance goals?
How have you used this data in implementing your action plan, monitoring and planning for the future?
3. What evidence shows you are implementing a school action plan that helps achieve your goals for
school performance? What specifically has been your role in implementing the action plan?
4. How is implementation changing teaching and learning in the school? How have you maintained a focus
on school performance goals in your school community?
5. What stakeholders are playing important roles in the implementation of the school’s action plan? How
have these stakeholders been involved in implementing the school’s action plan? How are you
facilitating their involvement?
6. What support do you need from me?
Stakeholder Feedback (Survey)
1. What concerns do you have about the stakeholder feedback informing your evaluation?
If stakeholder feedback has been collected…
2. What do you see in the stakeholder feedback results?
3. Why do you think stakeholders responded in the way they did?
4. How do these results confirm or change your action plan for the school for this year?
5. What strengths in your leadership practices do you see in the stakeholder feedback? What areas for
growth? How do these compare to your self-assessment?
6. How will you use this stakeholder feedback in planning your own professional practice growth?
Evaluation Process Assessment and System Revision
1. What changes would you make to your preparation for the midyear review conference or how the
conference was conducted and documented to make this step more useful in supporting your
professional practice growth?
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4. End-Of-Year Summative Review Conference
A partial review may occur in June on professional practice goals and survey results with the final review
(including student outcome goals) in October after final MCA results are available. A district might also use other
student outcome measures and complete the summative review at the end of the academic year. For examples
of other measures see Overview of Available Student Outcome Data and Recommended Uses at MDE’s Using
Student Outcome Data page (https://education.mn.gov/MDE/dse/prev/locres/data/).

“When it is obvious that the goals cannot be reached,
don't adjust the goals, adjust the action steps.”
– Confucius
Prior to the summative review conference, the supervisor shares with the principal what to bring to the
conference and the expectations for the conference. The principal assembles all evidence, including multiple
measures of student outcomes and summary information.
To prepare for the conference, the principal reviews progress on the professional practice goals and student
outcome goals. Targets should have been set in the fall goal-setting conference, and the principal should receive
a score based on whether or not each goal was attained. The principal also reviews his or her professional
practice in relation to the district’s principal performance measures and indicators and reviews the evidence
collected, including student data and stakeholder feedback, if available. Identifying areas of strength and
growth, the principal provides a self-assessment for each indicator and develops an end-of-year progress report
which may be shared with the supervisor in advance of the conference.
Districts may choose to evaluate principals on achieving
their professional practice goals and student outcome
goals and use their scores on the performance measures
as diagnostic tools to set the next year’s professional
practice goals. The summative report, along with the
evidence collected and observations conducted, forms
the basis of the supervisor’s summative evaluation of
principals.
The principal supervisor reviews the principal’s selfassessment, evidence and goal attainment and creates a
summative evaluation. A supervisor may choose to
assign a summative rating, then meets with the principal to review progress and to discuss the summative
rating. This meeting provides a foundation for the following year’s goal-setting process.
Following the conference, the supervisor finalizes the summative evaluation or rating and generates a summary
report of the evaluation that is signed by both parties. A performance level (i.e., exemplary, effective, needs
development, or unsatisfactory) is assigned. Or if attainment of the professional practice goals and student
outcomes goals are the primary basis of the summative review, scores are calculated based on a scoring formula
determined during the goal setting conference.
While the outcome of this step is a summative evaluation, it is in service of the continuous improvement of the
principal’s leadership skills and professional growth. The process of the evaluation or the calculation of a rating
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identifies the principal’s strengths and weaknesses which then serve as input into the next year’s principal
practice goals, student outcome goals and school improvement goals. Principals will usually end the annual cycle
with a growth plan. The roles of the principal and supervisor in developing the growth plan depend on the
principal’s final performance rating. If the principal has not made significant progress on the goals, an
improvement plan is developed from the summary report consistent with the performance rating assigned (See
Essential Components of an Improvement Plan on the following page). Improvement plans should be signed by
both parties.
The supervisor can determine the timing of the summative conference during the continuous improvement
cycle. A supervisor may wait until fall when the MCA and other student outcome data are available to conduct
the summative review conference with the principal.
Another option is to conduct a preliminary summative review conference toward the end of the academic year
based on progress made on the principal’s professional practice goals and survey results, if applicable. Tentative
professional practice goals could be developed at this time and student outcome goals developed in the fall
when student achievement data are available.

End-Of-Year Summative Review Conference

•
•
•
•
•
•

Principal Supervisor Responsibilities

Principal Responsibilities

Prior

Prior

Schedule the end-of-year summative review
conference with principals
Communicate roles and responsibilities during
the conference and what evidence and reflection
the principal should bring to the conference
Review the principal’s original or amended
evaluation plan
Review the principal’s self-assessment and all
evidence collected over the course of the year
Score the principal’s professional practice goals
and student outcome goals as determined in the
goal-setting conference
Create a preliminary summative evaluation and
may send it to the principal to review before
conference

•
•
•

Review the original and amended evaluation
plan, if changes were made
Organize supporting evidence and share this with
the supervisor
Develop an end-of-year progress report, including
an assessment of progress on goals, performance
on each performance measure and indicator and
impact on student learning

During
•
•

Facilitate the end-of-year summative review
conference
Meet with the principal to convey strengths,
growth areas and the preliminary summative
rating, with written evidence to support the
rating for each standard

During
•
•

Share the end-of-year progress report with the
supervisor
Reflect, with the supervisor, on the year’s
progress on goals and possible revisions to goals
that have not been met that may become part of
the next year’s goals
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Principal Supervisor Responsibilities
•
•
•

Provide and discuss ratings (if appropriate) on the
professional practice and student performance
measures
Discuss expectations for the next growth and
improvement plan
Identify what resources the principal may need
for the next annual evaluation cycle

Principal Responsibilities
•
•

Discuss the summative rating provided by the
supervisor. (Where there is disagreement the
principal may provide more evidence.)
Discuss areas for improvement and growth for
next year’s annual evaluation

After
•
•
•
•
•

•

Make any needed changes or comments to the
principal’s summative evaluation
Finalize the annual evaluation report
Collaboratively create or review a growth plan if
the principal’s summative rating is at a
satisfactory or higher level
Complete an improvement plan if the principal’s
summative rating is Unsatisfactory
Place copies of the summative evaluation (signed
by the supervisor and principal) into the district’s
file for each principal and share a copy with the
principal
Reflect on the process step and make notes on
how the end-of-year summative review
conference process may be improved

After
•
•
•

Use the summative evaluation as input for a
growth plan and next year’s goal setting plan
May use the summer for more professional
learning
Reflect on the process step and provide feedback
to the supervisor on how the end-of-year
summative review conference process may be
improved

The end-of-year conference can be informed by a set of guiding questions asked by the supervisor. Principal
supervisors may want to choose among these questions and include some additional questions specific to their
district or a principal. The supervisor may want to provide these (or selected) guiding questions in advance of
the conference to the principal.

Essential Components of an Improvement Plan:
•
•
•
•
•
•
•
•

Identification of the specific deficiencies and recommended area(s) for growth
Measurable goals for improving the deficiencies to satisfactory levels
Clear and specific professional growth activities to accomplish the goal(s)
Identified and accessible resources for each professional growth activity
Procedures and evidence that must be provided and/or behaviors to determine that the goal(s) was met
Timelines, including intermediate progress checkpoints and a final completion date
Clear consequences for a principal who does not meet goals (e.g. remaining on improvement plan,
recommendation for dismissal, etc.)
Record of judgment and date completed, signed by the principal and principal supervisor
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End-Of-Year Conference Outline and Guiding Questions
Principal’s Professional Practice Goals and Growth Plan
1. When you reflect on your professional growth this year, do you still have the same areas of strength and
areas for growth that you articulated at the beginning of the school year?
2. How have you capitalized on your strengths this year?
3. Have you met the goals you set in your professional practice plan? What progress have you made in
your professional growth? What parts of your professional practice plan did you implement?
4. How have you applied these growth activities to your leadership practices? What evidence do you have
that these growth activities have improved your practices?
Supervisor Evaluation Ratings and Performance Standards
1.
2.
3.
4.

How does the evidence collected on your leadership practices this year support the ratings?
How does this feedback align with your self-assessment? Where does it differ?
What does this feedback reflect about your ongoing growth as a leader?
How will this feedback inform your self-assessment next year and your plans for professional growth?

Professional Practice Goals
1. Did you meet your professional practice goals?
2. If you didn’t meet certain goals what might you have done differently? What additional supports might
have helped you achieve these goals?
3. How will this inform your goal setting for next year?
School Performance Measures
1. How do you think you and the school performed based on the school performance goals? Did you
achieve your goals?
2. What was the impact on students and teachers? What evidence do you have to support your thoughts
on the impact?
3. What evidence do you have that you implemented a school action plan that supported your goals for
school performance? What specifically was your role in implementing the action plan?
4. How did you maintain a focus on these goals in your school community? How did implementation of
your action plan impact teaching and learning in the school?
5. What interim student data did you collect to monitor progress on the school performance goals? How
did you use this data in ongoing implementation monitoring and planning?
6. What stakeholders played important roles in the implementation of the school’s action plan?
7. What next steps do you see for the school’s continuous action planning? How will this year’s results be
used to plan for next year?
8. What support do you need from me?
Stakeholder Feedback (Survey)
1. What do you see in the stakeholder feedback results? Are there any surprises? What insights do the
results give you regarding the performance measures?
2. Why do you think the stakeholders responded the way they did?
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3. How do these results compare to stakeholder feedback from previous years?
4. What results are directly related to areas within your influence? Do you think any results were shaped
by factors outside of your realm of influence?
5. What strengths in your leadership practices do you see in the stakeholder feedback? What opportunities
for growth? How do these compare to your self-assessment?
6. How will you use this stakeholder feedback in planning your own professional growth?
7. How will these results be used for action planning for the school?
8. Will you share or address the results with stakeholders? How? What results will you look for in sharing
results?
Summative Evaluation and Growth Plans
1. How does this year’s evaluation compare to previous evaluations? What does this tell you about your
ongoing development as a leader?
2. What are the areas for celebration and recognition?
3. How does the summative evaluation compare to where you see yourself and the school in terms of
performance? If there are discrepancies, what might be the sources for them?
4. What next steps do you see based on this evaluation? What priorities should we set for your
professional growth? What support do you need from me?
Evaluation Process Assessment and System Revision
1. What opportunities did the evaluation provide? How can we improve the process for the next cycle?
2. What changes would you make to your preparation for the end-of-year summative review conference or
how the conference was conducted and documented to make this step more useful in supporting your
professional growth?
3. Do you think the evaluations are fair?
4. Are they happening the way they are supposed to?
5. Are they measuring the right things?
6. Do you think evaluations are improving your leadership practices?
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5. Assessment and Revision of the Principal Evaluation Process
Districts should regularly assess the fidelity of implementation of their local evaluation system, review the
impact and effectiveness of local systems, and continuously improve systems and activities. During the year, the
supervisor and principal reflect on how to improve the district’s principal evaluation process to enhance the
principal’s professional learning and growth. The supervisor reviews the notes made over the course of the year
on possible improvements to the evaluation system and then makes recommendations for improvements.
The principal supervisor takes the lead in convening principals and central office staff to discuss possible
improvements and make decisions on what changes to make and how they will be implemented. Recommended
changes are reviewed and assessed and may be adopted. An implementation plan is developed to make the
adopted changes including communicating the changes to central office staff and principals. Changes in roles are
identified and resources can be reallocated. As appropriate, changes also are made in the orientation materials,
forms, and process steps for the next evaluation cycle.

Assessment and Revision of the Principal Evaluation Process Responsibilities

•
•
•
•
•

Principal Supervisor Responsibilities

Principal Responsibilities

Prior

Prior

Review the notes after each step on how the
evaluation process can be improved
Ask central office staff to make suggestions on
how to improve the system
Review promising practices other districts are
using to enhance their principal evaluation
systems
Develop a list of recommended improvements
and share with principals and central office staff
Check to make sure that the process continues to
comply with state policy and statute

•

Reflect on the principal evaluation process steps
and results; share suggestions for improvements
with the supervisor

•

Reflect on participation in the evaluation process,
making personal adjustments to each step of the
process to enhance professional practice and
student outcomes

During
•
•

Convene principals, central office staff, and other
stakeholders to discuss and decide upon
improvements to the evaluation system
Evaluate potential impacts of the improvements
as part of the decision-making process, especially
those that impact roles and resources

During
•

Participate and comment on potential changes to
the system and what impacts the changes will
have for the principal’s roles, professional
practice, student outcomes, and professional
learning
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•
•
•

Principal Supervisor Responsibilities

Principal Responsibilities

After

After

Review, assess, and adopt any recommended
changes
Develop implementation plan to incorporate the
adopted changes into the evaluation system
Share changes with the school board and central
office staff, noting necessary changes in roles and
resources

•

Reflect on the system changes, noting what they
mean for the next goal-setting process, resource
requests, evidence collection, and deepening of
professional growth

Summary
The evaluation system recognizes that principals are learning-focused leaders whose leadership skills are critical
to creating effective schools that help all students learn. By identifying what leadership skills lead to improved
student learning, districts can encourage, develop, support and hold principals accountable for achieving these
skills. This is accomplished through a recommended five step continuous improvement process where the end
of one cycle informs the next cycle of the process.
The end-of-year summative review provides critical data for the principal to consider for the goal- setting
conference for the coming year. The supervisor’s scoring of the principal’s performance levels on leadership
measures, coupled with student academic growth results, stakeholder perceptions and other evidence provides
feedback for principals to consider as they propose new goals for the coming cycle. A district commitment to a
high quality principal evaluation system, based on evidence and feedback for continuous improvement, should
lead to increased student achievement.
Section IV, Collecting and Judging Evidence on a Principal’s Performance, describes an evidence collection plan;
observing and collecting evidence through school visits; four types of evidence; and how to judge the resulting
evidence and provide feedback to the principal.
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Section III MDE Tools and Resources
Guide to Coaching School Principals: Incorporating Coaching Strategies into Principal Development and
Evaluation
(https://education.mn.gov/MDE/dse/prev/supres/coach/)
Supervisors must be able to balance their evaluator role with that of a nurturing and supportive coach role, to
help develop strong instructional leaders. This resource provides the supervisor with a framework necessary to
be an effective coach—including coaching skills, strategies and tools aligned to the continuous growth cycle.
Directory of Student Outcome Tools
(https://education.mn.gov/MDE/dse/prev/locres/data/)
This resource provides principals and principal supervisors with tools, templates, and exemplars to use when
implementing the five different components of the practice profile tool on using student outcome data.
Principal Leadership: Change Management Guide
(https://education.mn.gov/MDE/dse/prev/res/change/)
This guide contains a clear process to manage change initiatives. It provides overviews and resources related to
different change frameworks such as adaptive, second-order leadership vs. technical, first-order leadership and
the principal’s role in ensuring coherence among multiple initiatives within the school and communicating the
“why” of the change to support staff buy-in.
Principal Action Resource: The Instructional Leadership Team and Professional Learning Communities
(https://education.mn.gov/MDE/dse/prev/res/teams/)
This resource is for principals who have identified strengthening teams within their schools as a critical strategy
for distributing leadership and improving schoolwide outcomes. It supports principals as they establish and
manage the school leadership team and professional learning communities of teachers within their schools.
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Section IV.
Collecting and Judging Evidence on a Principal’s Performance
Overview
Evidence collection, analysis, and judgment
form a basis of a principal supervisor’s
assessment of principal practice. The
purposes of the evaluation system and its
performance standards should clearly define
the types of leadership practices to be
supported and assessed by the evaluation
system along with evidence of those
practices. Other objective measures (e.g.,
student outcomes, school climate, and
culture) may also be used as evidence to
determine a principal’s levels of performance,
success in achieving his or her goals, and final summative evaluation. Most importantly, evidence of principal
practice provides the content for feedback to guide the ongoing growth of a principal’s professional practice.
A supervisor’s skill in collecting, analyzing, and judging evidence is crucial to a fair principal evaluation system.
Evidence that is collected should be:
•
•
•

Aligned to the district’s, the school’s, and the principal’s personal growth and school improvement
priorities,
Of high quality, and
A strategic and representative sample. For example, a principal wanting to improve his or her role in
guiding a leadership team may want several observations during the year with the supervisor observing
how the agenda was determined, how the principal facilitated the conversations, how next steps were
determined, and how the principal supported the team 10.

This section focuses primarily on collecting evidence through direct observation of principal practice, including
what steps to take in the observation process, the types of evidence that should be collected, and the use of
evidence to make fair and accurate judgments about a principal’s practice. Indirect observation of a principal’s
practice and artifact collection are briefly discussed.

10

Massachusetts Department of Education, Educator Evaluation Toolkit, February 2014.

44 | Section IV. Collecting and Judging Evidence on a Principal’s Performance

An Implementation Guide for Growth-Focused Evaluation of Minnesota Principals

“I believe in evidence. I believe in observation, measurement,
and reasoning, confirmed by independent observers.
I'll believe anything, no matter how wild and ridiculous, if there is
evidence for it.”
– Isaac Asimov

An Evidence Collection Plan
Recording observable evidence of a principal’s practice continuously over the course of the year is critical to
effective principal development and fair evaluation. At the beginning of the process during the goal-setting
process, the principal supervisor and the principal should create an evidence collection plan. The focal areas for
the plan should be defined primarily by the principal’s professional practice goals and the student outcome goals
while collecting a variety of evidence more broadly representative of the district’s principal performance
measures.
Having an evidence collection plan ensures that there will be an effective use of the supervisor and principal’s
time by setting key priorities for on-the-job observations. These visits should provide a baseline for measuring
progress, informing changes in a principal’s professional practice plan, and identifying additional supporting
resources, as needed.
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Table 2 offers a sample fall timeline for observations and the types of evidence to be collected. The observations
are organized to focus on specific performance measures and include focus questions to inform each
observation. Evidence to be collected and examined informs the artifacts and activities for each month’s
planned observation.
Table 2. Sample Evidence Collection Plan and Timeline
September

October

November

Performance Measure 1

Performance Measure 2

Performance Measure 3

Develops, advocates for, and enacts a
Provides instructional leadership for
shared vision for high student
high student academic performance
achievement supported by a culture of
high expectations and family engagement
Guiding Questions
•
•

How does the principal communicate
and drive the school’s priorities and
strategic actions?
How do the school leadership and
community use evidence of student
success and learning needs to build
collaboration?

Direct Evidence Collected
•

•

Visual representation of the shared
vision, mission goals and progress of
the school (such as hallway displays
and academic progress on tests)
Common language among students,
staff, and parents when discussing
the goals and vision of the school and
outcomes for students

Indirect Evidence Collected
•

Documents and plans on how the
school vision will be implemented

Guiding Questions
•

•

•

Data that describe strengths and
weaknesses in student
performance in relation to state
standards
The principal’s use of a variety of
data to evaluate teachers

Indirect Evidence Collected
•

Guiding Questions

•
What data does the school
leadership collect to learn about
trends in instructional practice as
well as student performance?
What role does a research based
instructional framework play in •
the observation, analysis
feedback and inquiry about
instructional practice?

Direct evidence Collected
•

Develops and maintains a high
quality, effective staff

A professional learning plan for
staff that is job-embedded and
driven by the data on student
performance and the school
improvement plan
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What evidence shows that the
school leadership implements
strategic efforts to recruit,
hire/retain, induct, support, and
develop the best staff?
What evidence demonstrates the
staff’s access to professional
growth opportunities?

Direct Evidence Collected
•

•

The principal’s documentation
of leadership team meetings
that reflect collective and
individual thinking for curricular,
instructional, and school
improvement growth
The principal’s criteria for
professional learning
communities (PLCs): how they
are formed, how the success of
PLCs is measured and celebrated

Indirect Evidence Collected
•

The principal’s documentation
of recruitment strategies,
including perceived staffing
needs based on student
achievement goals
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For a complete guide to collecting evidence and more resources for developing an evidence collection plan on
performance measures see Principal Leadership Evidence-Gathering Tool for Principal Supervisors at MDE’s
Gathering Evidence of Principal Practice page (https://education.mn.gov/MDE/dse/prev/supres/evid/).

Collecting Evidence Through School Visits
There is no substitute for regular visits to schools to observe principals and their work in the context of their
school. State statute requires “on-the-job observations” of principal practice as part of the evaluation process.
Targeted and purposeful school visits offer critical opportunities for supervisors to understand the work of
individual principals as it relates to instructional leadership, school culture, and other key leadership practices.
These visits should be scheduled over the course of the year to provide the supervisor with a sufficient breadth
of evidence to allow the assessment of principal performance on the district’s performance measures and
indicators. At the same time, multiple visits should be designed to provide the supervisor and principal sufficient
depth of evidence to assess the principal’s professional practice goals.

Steps in Conducting School Visits and On-the-Job Observations
On-the-job observations should begin with preparation
for the school visit. During the school visit, the supervisor
focuses on observation and evidence collection. The
supervisor takes evidence-based notes that describe what
is seen or heard. The visit is followed by analysis of
evidence and the feedback and planning. The supervisor
reviews the evidence and makes judgments on the
quality of practice during the observation. Feedback
aligned to evidence and the performance measures
should provide the principal with new growth
opportunities. When done well, this four-step process
helps to build professional and trusting relationships
between principal supervisors and principals.
These steps, summarized in Table 3 on the following
page, are repeated for every observation.
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Table 3. Recommended Steps for Conducting On-the-Job Observations

1

Plan and Prepare for the
Observation

Supervisor reviews the principal observation
process, including how to:
•
•
•
•

Make observations
Create judgments
Provide feedback and coaching
based on performance measures,
indicators and principal’s actions
Link observations to standards and
indicators on rubrics

Supervisor reviews the principal’s evidence
collection plan to provide focus for the
observation
Supervisor reviews the principal’s
background information and artifacts from:
•
•

Previous evaluations
Evidence and feedback from
previous observations related to the
principal’s focus areas

Supervisor has a knowledge of the
principal’s:
•
•
•
•
•

2

Observe and Collect
Evidence

Supervisor conducts the onsite
observation
Supervisor collects and records
evidence relevant to assessing
practice through direct and indirect
observation:
•

•

Pays particular attention to
actions associated with the
principal’s leadership priority
areas and the rubrics
associated with them
Monitors the connections
among student learning
priorities, staff learning
priorities and the principal’s
leadership priorities

Supervisor may also collect artifacts or
school data
Supervisor writes a summary of the
observation session

School mission and vision
School improvement plan
Prior stakeholder survey results
Professional growth goals
Student learning targets
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3

Analyze and Judge
Evidence

Supervisor sorts and categorizes
evidence by principal
performance measures and
indicators
Supervisor compares evidence to
rubric descriptors:
•
•

Assesses individual
pieces of evidence
Looks for patterns across
multiple sources of
evidence

4 Discuss and Plan
Supervisor facilitates a timely postobservation conference to provide clear,
specific, and actionable evidence-based
feedback aimed at the professional
growth of the principal:
•
•
•

Supervisor makes performance
judgments based on the evidence

•

Supervisor plans the postobservation conference and
prioritizes formative feedback for
the principal

•

Reviews and discusses evidence
related to the principal’s goals
and the performance standards
Asks questions to prompt the
principal’s reflection
Discusses strengths and
weaknesses
Provides feedback and models
techniques to improve principal’s
performance
Establishes action steps to
improve the principal’s practice
and professional growth

Supervisor may ask the principal to selfrate performance according to the
evidence and rubric
Supervisor and principal assess principal’s
progress and determine whether the
evidence plan needs modifications
Supervisor finalizes notes and records if
observation ratings will be considered in
the summative evaluation
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Observing and Collecting Evidence

Principles of Effective Observations

During observations supervisors should take
evidence-based notes, writing specific instances of
what the principal and others say and do. They
should avoid attempting to script or record
everything. Supervisors should have a plan for the
observation to focus on the relevant evidence
rather than attempting to capture the entire scene.

Observations of principal practice—both direct
and indirect—are a valuable source of evidence.
To get the maximum value from these
observations and to ensure that analysis and
feedback supports a principal’s professional
growth, the principal supervisor should:

Supervisors should gather relevant evidence that
specifically aligns to the principal’s evidence
collection plan. For example, if a supervisor is
observing classrooms for the quality of planning and
instruction, evidence collection should include a
review of lesson plans, professional learning plans,
records of teacher observations and feedback
provided to teachers.
Evidence is the objective recording or description of
what is observed. Evidence is the actual statement a
principal makes to a teacher, but it is not an
interpretation of the quality of the statement—it is
just the recording of facts. The evidence that
principal supervisors record during the observation
should be non-judgmental, reflecting a clear and
concise account of what occurred in the
observation.
During observations, supervisors should collect
enough evidence to help them make accurate
professional judgments on the rubric, and should
carefully consider the quality, alignment, and
purpose of all evidence collected.

 Take written objective notes when
observing, describing things that are
seen or heard that matter for
evaluating the practice
 Pay attention to both what is being said
and to unspoken behaviors
 Resist the urge to form judgments
about the quality of the practice during
the observation itself
 Search for a perceived cause and effect
relationship between what the principal
and teachers are observed doing and
the student outcomes of the observed
practices
 Map the observed evidence to the
rubric to identify the level of principal
effectiveness and be able to cite
examples of evidence that support
placement in the indicator rubric
 Include multiple forms of evidence from
a variety of sources of to develop a
complete picture of the principal’s
practice
Consider collecting more evidence for a new or
struggling principal to provide early and
frequent feedback.
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Four Types of Evidence
New Leader’s 11 identifies four elements of evidence required for
the effective assessment of leadership practice.

Examples of
Observation Evidence

1. Direct observation of principal practice occurs when
the supervisor is physically present in the school or
venue where the principal is present and leading. These
observations include but are not limited to leadership
team meetings, principals observing teacher practice, or
principal-to-teacher feedback conversations.
During these visits, the supervisor observes the
principal’s practice, both directly and indirectly, collects
evidence, and analyzes the work and its outcomes. The
supervisor and principal may visit classrooms together
so that the supervisor is able to assess the principal’s
skills and knowledge as an instructional leader.
Observation of practice need not be limited to
classroom observation. With the principal present, the
supervisor may observe a faculty meeting, a
professional learning community, a teacher’s classroom,
a parent-teacher organization meeting, a data retreat, a
team leadership meeting, or interactions with other
district staff.

Direct quotes of a principal,
teacher, etc.
Description of the handouts and
how they are used with staff
The physical layout of the room

Description of events
The number of times something is
done or happens
How time is allocated and used

2. Indirect observation of principal practice occurs when the supervisor is observing or reviewing systems or
processes that have been developed and implemented by the principal but operate without the principal
present. These indirect observations include but are not limited to attending teacher team meetings or
collaboration sessions (where the principal is not present) or observing teacher practice across multiple
classrooms.
Indirect observations allow the supervisor to see systems the principal has put into place, such as
observing teachers to determine instructional quality, observing teacher teams that focus on unit
planning or watching how the team is responding to interim assessment data. These can yield useful
information and provide rich opportunities for feedback and growth.
3. Artifacts are written records of a principal’s work and include a wide variety of tangible evidence that is
intended to reflect a principal’s effectiveness and inform subsequent evaluation. Artifacts might include but
are not limited to the strategic school plan, documentation of the school’s instructional framework, and
communications to families and community members. (See Appendix B. for a list of sample artifacts
organized by performance measures.)

11

New Leaders, Inc. Putting Principal Evaluation into Practice, (New York: New Leaders, 2012).
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Written artifacts can serve two purposes. First, they can supplement observation and provide more
evidence that is relevant to an observation. For example, a supervisor may observe a school data retreat
and then review the school improvement plan as an artifact. In another example, if the supervisor is
observing classrooms for the quality of instruction and planning, evidence collection should include a
review of lesson plans, professional learning plans, records of observations, and feedback for teachers.
The second purpose of artifacts is to provide evidence on sections of the rubric that might be more
difficult to observe directly.
To ensure artifact collection is focused, at the beginning of the year supervisors and principals should
discuss which artifacts will be collected and analyzed as part of the evidence collection plan. As with
direct and indirect observations, it is important to ensure that the artifacts and data that are collected
align with the competencies and indicators against which the principal’s performance is being evaluated.
4. School data are concrete results of a principal’s work including but not limited to leading indicators, direct
evidence of student performance, and stakeholder feedback.
Evidence collection in these four areas should provide the basis for actionable feedback, shape and
inform the professional growth needs of a principal, and become the basis for a principal’s summative
evaluation.

Analyzing and Judging Evidence
Principal supervisors should have deep knowledge of the district’s performance measures and know what these
look like in practice. Their understanding of the evaluation process is a critical foundation for understanding the
relevant evidence. After principal supervisors make judgments on observations of direct and indirect evidence,
supervisors can map these results to the district performance measures and indicators.
As an example, the supervisor may be observing a principal lead a PLC meeting. As evidence, the supervisor
notes the meeting has started on time and there is a shared agenda on instructional strategies with stated
outcomes. The principal reviews the agenda with staff and
asks if there are questions on the agenda. A teacher asks,
“Will there be follow-up training on the instructional
strategies?” The principal answers, “The two following PLCS
will be devoted to learning the strategies with opportunities
for practice.”
The supervisor then makes judgments associated with the
events. Because the meeting started on time and there was
an agenda, the supervisor makes the judgment that the
principal is organized, values the time of her staff, and has
an instructional focus and strategy. Because there will be
follow-up training the supervisor makes the judgment that the principal supports teacher’s ongoing professional
learning and drives for school improvement outcomes by focusing on improving instruction over time as
described by the two follow-up meetings.
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Using this same example of the principal supervisor observing a PLC, the judgments of what was observed can be
mapped to performance measures and indicators as follows:
•
•
•

The strategy focus of the PLC can be mapped to indicator 1B: Identifies school-wide priorities, establishes
rigorous, measureable and aligned goals for student learning and implements a strategic plan to achieve
those goals.
The PLC focus on instructional strategies can be mapped to indicator 2B: Supports teachers in implementing
high-quality, effective classroom instructional strategies to meet diverse student learning needs, increase
intellectual challenge, and drive increases in student achievement.
The use of PLCS can be mapped to learning teams and professional development in indicator 3C: Facilitates
learning teams and professional development opportunities to meet staff growth needs.

The principal supervisor can use the rubric descriptors for each indicator to assign levels of performance for the
principal.

Discussing and Planning
Feedback from the principal supervisor to the principal
after each observation should be timely, specific, and
actionable. It should be directed to the professional
growth goals of the principal and related to the
pertinent district’s performance standards and at what
level the principal is currently performing. Feedback is
best delivered in a give and take format with the
supervisor asking mediational questions and the
principal responding and asking questions, especially on
how to improve performance and on how the district
might support this.

Coaching During Discussion
and Planning
The evaluation process can be a
coaching opportunity for principal
supervisors. Information on how
coaching strategies can be incorporated
into principal evaluation and supervision
can be found in the Guide to Coaching
Principals: Incorporating Coaching
Strategies into Principal Development
and Evaluation.

In terms of planning, the supervisor and principal should
create action steps to improve the principal’s practice and professional growth.

Summary
A principal supervisor’s observations, evidence collection and the judgments drawn from the evidence are at the
heart of the feedback that informs a principal’s professional growth. Evidence is the basis of actionable feedback. The
skills of the supervisor in helping to identify what evidence to collect, in observing a principal, in making appropriate
judgments, and conducting conversations with a principal are critical to the improvement of a principal’s practice.
Regular and frequent interactions between principals and supervisors can foster collegiality and trust that will have
powerful effects on the quality of school leadership and on the instruction that students receive. There is no
statutory requirement on the number of observations a principal supervisor should make. However, research shows
that ongoing feedback is a critical feature of a strong evaluation system.
Section V describes how to combine multiple measures to create a principal’s annual evaluation and/or summative
rating. Multiple measures can be both qualitative and quantitative and can be used to provide an evaluation of a
principal’s skills. Three approaches to evaluating principals are described: a profile approach, numerical approach
and a holistic approach. How to calculate these, and their pros and cons are described in the next section.
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Section IV MDE Tools and Resources
Guide to Coaching School Principals: Incorporating Coaching Strategies into Principal Development and
Evaluation
(https://education.mn.gov/MDE/dse/prev/supres/coach/)
Supervisors must be able to balance their evaluator role with that of a nurturing and supportive coach role, to
help develop strong instructional leaders. This resource provides the supervisor with a framework necessary to
be an effective coach—including coaching skills, strategies and tools aligned to the continuous growth cycle.
Directory of Student Outcome Tools
(https://education.mn.gov/MDE/dse/prev/locres/data/)
This resource provides principals and principal supervisors with tools, templates, and exemplars to use when
implementing the five different components of the practice profile tool on using student outcome data.
Principal Leadership Evidence Gathering Tool for Minnesota Principal Supervisors
(https://education.mn.gov/MDE/dse/prev/res/change/)
This tool offers principal supervisors a framework for gauging principals’ leadership capacities combined with an
instrument for gathering evidence of their individual strengths and weaknesses over multiple contacts. It
articulates the core ideas, guiding questions, and possible observables for each dimension along with specific
suggestions for where and how to observe principals’ practice and artifacts that may be helpful to collect in
building evidence.
Appendix B. Sample Artifacts for Collection
This is a list of possible artifacts that may be collected from the principal that are aligned to each of the five
Minnesota performance measures. An analysis of artifacts collected would likely inform part of the principal’s
rating on the associated performance measure.
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Section V.
Combining Multiple Measures to Create a Summative Rating
Overview
The collection and use of multiple measures for the
summative evaluation provides a more accurate and nuanced
picture of a principal’s performance and its impact on student
learning. Multiple measures can include ratings on
performance rubrics and the collection of evidence, including
observations and artifacts. The use of performance standards
to rate principal professional practice helps define
professional expectations, identifies areas to focus
improvement, and recognizes performance that is of
exceptional quality.
Evidence, including artifacts and school data, can not only be used to provide more detailed feedback
throughout the evaluation process but may also be discussed during the summative review to confirm the
accuracy of a principal’s ratings.
Multiple measures used to inform a summative rating typically represent two types of data: quantitative and
qualitative. Quantitative data is information about elements that can be measured and recorded with numbers.
Examples include student outcome scores, a principal’s score on a rubric that measures performance on an
indicator, or survey results using different categories of stakeholders’ perceptions of a principal’s performance.
Qualitative data is information about elements or aspects of leadership performance that can’t actually be
reduced to numerical values. Qualitative data may be a supervisor’s perspective and judgment on how well a
principal is progressing on working with and engaging a school leadership team to support the school
improvement plan 12.
Qualitative data collection often requires professional judgment by the supervisor. For example, the supervisor’s
professional judgment might include a synthesis of the school context, ways and the extent a principal’s practice
grew over the year, the principal’s response to feedback, how the principal adapted his or her practice to the
current situation, and other appropriate factors that cannot be directly accounted for in a rubric.

See other examples of qualitative data in Section IV such as making judgments about a principal’s practice or the
collection and analysis of artifacts.

12
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It’s the combination of multiple measures—both quantitative and qualitative—in a principal’s evaluation that
provides the depth, richness, detail, and accuracy that leads to an evaluation that promotes a principal’s
professional growth.

Combining Measures
Weighting Measures Differently. Districts have choices of how to determine a principal’s summative evaluation.
For example, a district may combine different components—such as principal practice, stakeholder feedback,
and student outcome measures—in different ways into a summative principal evaluation. Minnesota statute
requires that 35 percent of a principal’s evaluation be based on student academic growth.
To understand how multiple measures can be combined into a summative evaluation, three different
approaches are described below. Each approach has advantages and disadvantages and can actually end up with
different ratings depending if minimum requirements are set for a principal to reach proficiency. The three
approaches are profile, numerical, and holistic. The three different methods of combining these measures are
briefly described below. 13 The same ratings for a hypothetical principal are used as an example for the three
approaches.

A. Profile Approach
In the profile approach, multiple types of evaluation data are collected but each measure is considered and
scored separately. Data are then combined in a matrix with different categories of metrics on the two axes.
Rating categories are used for each of the measures, resulting in a profile that defines areas of refinement or
reinforcement for each principal.
New Leaders suggests three steps in creating a profile rating. 14 The first step in the profile approach is to create
a principal professional practice rating. Second, a student outcome rating is developed. Finally, using a matrix,
these two are combined into a final summative rating.
Begin by determining the principal’s overall professional practice rating. For example, each principal annually
receives a summative rating in one of four levels:
1.
2.
3.
4.

Exemplary
Effective
Development Needed
Unsatisfactory

The rating of each principal’s professional practice is based on the preponderance of evidence for each
performance standard. Evidence from direct and indirect observations of principal practice, artifacts, and school

13
Described by the American Institutes for Research (AIR) in Creating Educator Effectiveness Scores: Approaches to
Combining Measures. (Washington DC: AIR) March 2012 and by New Leaders in Putting Principal Evaluation into Practice,
(New York: New Leaders, 2012).
14

New Leaders, Inc. Putting Principal Evaluation into Practice (New York: New Leaders), 2012.
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data should be reviewed together for a comprehensive view of principal professional practice. Principals are
generally rated on all of the district’s performance measures and indicators. Specific attention should be paid to
leadership areas identified as priority areas for development.
Using a profile approach, overall ratings of a principal’s professional practice can be determined using a format
like Table 4, created by New Leaders. A table like this allows districts to set minimum requirements for each
level.
Table 4. Decision Criteria for Determining a Rating of Principal Practice
Exemplary

Effective

Development Needed

Unsatisfactory

Is rated exemplary on at
least 3 of the 5 standards
and no rating below
effective on any standard

Is rated at least effective on at
least 3 of the 5 standards and
no rating below development
needed on any standard

Is rated as at least
development needed
on at least 4 of the 5
standards

Is rated unsatisfactory
on at least 2 of the 5
standards

These decision criteria for compiling ratings on the standards for each performance measure in Table 4 are
applied to the scoring of a principal’s effectiveness shown in the example in Table 5 where the principal is rated
as “effective.” Using the decision criteria in Table 6, this principal would be rated as “effective” on professional
practice.
Table 5. Determining a Summative Rating of Professional Practice in the Profile Approach
Performance Measure

Exemplary

Effective

Needs Development

Unsatisfactory

Performance Measure #1

No data

X

No data

No data

Performance Measure #2

No data

X

No data

No data

Performance Measure #3

No data

No data

X

No data

Performance Measure #4

No data

X

No data

No data

Performance Measure #5

X

No data

No data

No data

No data

X

No data

No data

Professional Practice Summative Rating

Ratings of student outcomes are based on a school’s progress toward a set of student learning goals established
at the beginning of the school year and measured at the end of the year. (These could be based on the measures
and targets identified in Appendix C.) These results are shown in Table 6 below (the yellow-highlighted cell in
column four, row five, shows what the summative score is for the principal, for this example).

56 | Section V. Combining Multiple Measures to Create a Summative Rating

An Implementation Guide for Growth-Focused Evaluation of Minnesota Principals

Table 6. Determining a Student Outcome Rating in the Profile Approach
Student Achievement
Categories

Category A. Schoolwide
growth scores
Category B. Growth or
proficiency scores
Category C. Growth or
proficiency scores in nontested grades/subjects
Category D. College
readiness
Summative Student
Outcome Rating

Exemplary (4)

Effective (3)

All targets are met
and at least one
target is exceeded

All targets
are met

No data
No data

No data

Needs
Development (2)

Unsatisfactory (1)

Progress is made
on all targets

Progress is not
made on at least
one target

No data

X

No data

No data

X

No data

No data

No data

X

No data

X

No data

X

No data

No data

No data

No data

highlighted in yellow to show what the
summative score is for the principal

The final principal rating in the profile approach combines the principal professional practice and student
outcome ratings using the matrix shown below. 15 If the two categories are highly discrepant (e.g., a rating of
“exemplary” for practice and a rating of “development needed” for outcomes), the supervisor should examine
the data and gather additional information in order to make a final rating.
When the discrepancies are predominantly minor ones, the final rating in this example tilts toward student
outcomes (e.g., an “exemplary” on outcomes and an “effective” on principal professional practice results in an
“exemplary” rating, while the reverse—a “development needed“ on outcomes and an “effective” rating on
professional practice—then this should result in a “development needed” rating).
To evaluate a principal in the first year, the model should be adapted to reflect the fact that the right principal
actions generally take a year to result in student outcomes. Specifically, when combining professional practice
ratings and student outcome ratings, it is reasonable for the professional practice ratings to take precedence.

15

New Leaders, Inc. Putting Principal Evaluation into Practice (New York: New Leaders), 2012.
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For example, an “effective” rating on outcomes and a “development needed” on practice may result in an
effective rating for a novice principal while resulting in a “development needed” rating for a veteran principal.
The veteran principal in the example shown below in Table 7 receives a rating of “development needed.” This is
because the principal was scored as “development needed” in both professional practice and student outcomes
leading to a consistent rating. If the ratings were discrepant more weight should be given to student outcomes
as the final rating.
Table 7. Matrix of Determining the Overall Summative Rating in the Profile Approach
Summative
Student
Outcome
Rating

4

Exemplary
(4)

Effective
(3)

Needs Development
(2)

Unsatisfactory
(1)

Exemplary

Exemplary

Effective

Gather further
information

(green cell)

Summative
Student

3

Exemplary
(green cell)

(green cell))

(green cell)

Effective

Effective

(green cell)

(green cell)

(red cell)

Gather further
information
(red cell)

Outcome
Rating

2
1

Effective

(green cell)

Gather further
information

Development needed Development needed
(yellow cell)

(yellow cell)

Unsatisfactory

Unsatisfactory

(red cell)

(red cell)

(red cell)

Unsatisfactory
(red cell)

Unsatisfactory
(red cell)

Advantages and Drawbacks of the Profile Approach
One advantage of the profile approach is that it is well suited to providing performance feedback to principals
during a summative rating conversation because specific strengths and weaknesses are not obscured by an
averaging process. Another advantage is that minimum performance expectations can be set by a district for
each of the components in the model, creating a common understanding of the performance levels and that
they are met by all principals (see Table 6.). One of the drawbacks of the profile approach is that it may be
difficult to explain to stakeholders because there are multiple tiers of ratings—first within metrics and then
across performance dimensions. 16

American Institutes for Research (AIR) in Creating Educator Effectiveness Scores: Approaches to Combining Measures.
(Washington DC: AIR) March 2012.
16

58 | Section V. Combining Multiple Measures to Create a Summative Rating

An Implementation Guide for Growth-Focused Evaluation of Minnesota Principals

B. Numerical Approach
In the numerical approach, the different measures of principal performance are quantified and either added or
averaged in order to generate a single principal effectiveness score. For example, a determination of
“exemplary” is given a “4,” “effective” a “3,” “needs development” a “2,” and “unsatisfactory” a “1.”
The calculation may involve a straight average or a weighted average in which some measures are adjusted to
contribute more than others before they are combined into a single score. Ranges of scores are then established
to arrive at a summative principal effectiveness rating.
The example below shows the hypothetical principal’s professional practice rating on the district’s performance
measures and indicators (note the weighting of 2 for the second performance measure and indicators).
Table 8. Principal Rating on Each Performance Indicator
Performance Measure
Exemplary
and Indicator
(4)
Performance Measure #1
1A.
X
1B.
X
1C.
No data
1D.
No data
1E.
No data
Performance Measure #2
2A.
No data
2B.
X
2C.
No data
2D.
No data
Performance Measure #3
3A.
No data
3B.
No data
3C.
No data
3D.
No data
Performance Measure #4
4A.
No data
4B.
No data
4C.
No data
4D.
No data
4E.
X
Performance Measure #5
5A.
X
5B.
X
5C.
No data
Total
No data
Average Weighted
No data
Indictor Score

Effective
(3)

Needs Development
(2)

Unsatisfactory
(1)

No data
No data
X
X
No data

No data
No data
No data
No data
X

No data
No data
No data
No data
No data

1
1
1
1
1

4
4
3
3
2

X
No data
X
X

No data
No data
No data
No data

No data
No data
No data
No data

2
2
2
2

6
8
6
6

No data
No data
X
No data

X
X
No data
X

No data
No data
No data
No data

1
1
1
1

2
2
3
2

X
X
No data
X
No data

No data
No data
X
No data
No data

No data
No data
No data
No data
No data

1
1
1
1
1

3
3
2
3
4

No data
No data
X
No data
No data

No data
No data
No data
No data
No data

No data
No data
No data
No data
No data

1
1
1

4
4
3
77
3.67
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In this example, the principal’s professional practice rating is the sum of the weighted scores on the district’s five
performance measures and 21 indicators. The principal received an average indicator score of 3.67 and this falls
in the “exemplary” range.
If a district wants a score for each principal on each performance measure, then a summary table can be
created.
A numerical approach can also be used for the student outcome component. At the beginning of the cycle,
during the goal-setting conference, the principal supervisor and the principal set clear expectations and targets
for what student outcome results are required to achieve each rating level on the student outcome portion of
the evaluation. In the example below student growth is weighted twice as much as the other student outcome
measures.

Exemplary
(4)

Effective
(3)

Development Needed
(2)

Unsatisfactory
(1)

Exceeds
target

Meets target

Made progress toward
target

Made little progress or
did not meet target

Score

Student Outcome
Measure

Weight

Table 9. Determining a Student Outcome Score in the Numerical Approach

X

No data

2

4

A. Student growth

No data

No data

B. Student
proficiency

No data

No data

X

No data

1

2

C. Non-tested
grades or
students

No data

X

No data

No data

1

3

D. College
readiness

No data

No data

X

No data

1

2

Total

No data

No data

No data

No data

No data

11

Average outcome
score

No data

No data

No data

No data

No data

2.75

In the numerical approach the principal supervisor provides a summative rating for the student outcome portion
of the principal evaluation that integrates results against all student outcome goals and reflects the expectations
set during the goal setting process. This district decided to weight the student outcome measures at 35 percent
and the principal professional practice measures at 65 percent. The district also used the stakeholder feedback
survey results formatively, making adjustments in growth plans after the midyear review and in the next year’s
goal setting process. Thus the stakeholder survey results are not included in the calculation of the summative
rating.
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Table 10. Calculating the Principal’s Rating Using the Numerical Approach
Evaluation Component

Average Score

Weight

Score

Principal Practice Component

3.67

65%

2.39

Student Outcome Component

2.75

35%

.96

No data

100%

3.35

Summative Principal Effectiveness Score

Using the cut-off chart above, the final summative rating of the principal is “effective.”

Advantages and Drawbacks of the Numerical Approach
The numerical approach allows principals to compensate for weak performance in one area with stronger
performance elsewhere. This approach is also relatively intuitive to many people, making it easy to explain. The
numerical approach easily incorporates the requirement for 35 percent of a principal’s evaluation to be based
on student outcomes and also allows weights to change over time to provide more flexibility. Some drawbacks
to the numerical approach are that some very low performance levels may be masked by areas of strength,
suggesting some minimum performance levels should be set (as seen in the profile approach).

C. Holistic Approach
Finally, the holistic approach to combining multiple measures emphasizes a supervisor’s professional judgment
over a formulaic approach to combining measures into a single rating.
A supervisor using the holistic approach reviews the body of collected evidence, looks for patterns in
performance and trends over time and compares the evidence to a performance rubric or similar set of
multidimensional performance criteria. The supervisor interprets the evidence within the context of these
performance benchmarks to draw a conclusion about overall performance and determine a principal’s
effectiveness rating.
The advantage of the holistic approach is that it is the most flexible option for supervisors, accounting for factors
such as a principal’s experience and contextual variables, while emphasizing the big picture over any individual
data point. In addition, this approach highlights the role of the supervisor’s professional judgment in rating
performance.
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The other two rating approaches may provide a false sense of numbers-based objectivity when, in reality,
supervisors should and do play a pivotal role in any principal evaluation system. Finally, the holistic approach
lends itself well to focused implementation of the evaluation system and targeted feedback aligned to district
priorities, a school-wide area of focus, or a principal’s individual goals.
The drawbacks of the holistic approach center on the strength of training and implementation for supervisors in
applying this more nuanced strategy to principal evaluation. It is difficult to ensure the consistent and accurate
application of ratings across principals without intensive, ongoing training, calibration and monitoring of
supervisors across schools and districts. At the same time the holistic approach makes it more difficult to
compare performance over time or across teachers since the evaluation parameters or areas of focus vary by
principal and year. The holistic approach is not compatible with a weighting strategy for various performance
measures.
The three approaches described above are not mutually exclusive. Each approach can support feedback to
principals and be linked to administrative decisions, but each method has its unique strengths and limitations. It
is up to the district to choose the right application of each approach to support the aims of their evaluation
system. Some districts have combined different elements of the approaches into a “hybrid” approach, an
example of which is described by AIR researchers in Creating Summative Educator Effectiveness Scores
(https://www.air.org/resource/creating-summative-educator-effectiveness-scores-approaches-combiningmeasures).17
Determining a principal’s summative rating is an ongoing process—not a one time, year-end event. Behind the
final performance rating is a year of observations, evidence collection, and coaching and conversations about
professional practice, school and learner
outcomes. The main focus of principal
evaluation should be supporting each
principal’s professional growth, based on
an assessment of his or her strengths and
weaknesses against the leadership skills
and practices known to increase student
achievement.

American Institutes for Research. Creating Educator Effectiveness Scores: Approaches to Combining Measures.
(Washington DC: AIR) March 2012.
17
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Section V MDE Tools and Resources
Minnesota Principal Development and Evaluation Rubric
(https://education.mn.gov/MDE/dse/prev/model/)
The Minnesota Principal Performance Measures, or standards, define the actions principals need to take to drive
increases in student performance. A rubric, aligned to the performance measures, is available to aid principals
and supervisors in principal self-assessment, goal setting, and evaluation.
Teacher Survey for Principal Development and Evaluation
(https://education.mn.gov/MDE/dse/prev/locres/feed/)
The Minnesota principal leadership survey is meant to be administered to teachers, providing their perception
of the principal’s leadership. Survey items are aligned to Minnesota’s Principal Performance Measures.
Directory of Student Outcome Tools
(https://education.mn.gov/MDE/dse/prev/locres/data/)
This resource provides principals and principal supervisors with tools, templates, and exemplars to use when
implementing the five different components of the practice profile tool on using student outcome data.
Practice Profile Tool: Using Student Outcome Data
(https://education.mn.gov/MDE/dse/prev/locres/data/)
This resource supports principals and principal supervisors by identifying the five core components involved in
using longitudinal student outcome data to inform principal development and evaluation, and school
improvement planning. This tool lists each component, its rationale, and the observable behaviors that describe
what each component would “look like” if recommended student outcome data practices were being
implemented by principals and principal supervisors.
Overview of Available Student Outcome Data and Recommended Uses
(https://education.mn.gov/MDE/dse/prev/locres/data/)
The document provides principals and their supervisors with a robust list of possible indicators and measures of
student outcomes, including not only student test information but other possible student outcomes (graduation,
attendance, social-emotional skills, post-secondary success, etc.) For each possible measure or assessment, it
gives guidance on whether/when/how to use the measure.
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Glossary
Academic growth measures – Assessments of student learning over time (usually value-added, growth
measures, pre-and post-tests, etc.) that assess student learning from year-to-year. Academic growth measures
are required in the statute on principal evaluation.
Artifacts – Tangible evidence that is intended to lend support to a principal’s effectiveness and subsequent
evaluation. Examples of artifacts organized by Minnesota’s principal performance measures that may be
collected as evidence can be found in Appendix B.
Benchmark – Evaluate or check (something) by comparison with a standard.
Continuous improvement – A cyclical development process that includes steps such as planning, implementing,
evaluating, and improving over time designed in order to achieve better processes and outcomes.
Direct observation of principal practice – On-site review of the principal in action when the supervisor is
physically present in the school watching the principal. Observations include, but are not limited to, leadership
team meetings, principals observing teacher practice, or principal to teacher feedback conversations.
End-of-year summative review conference – A conference scheduled in the late spring or early fall during which
the principal and evaluator discuss and evaluate the principal’s summative performance for that year.
Evidence – Information usually collected through direct and indirect observations of principals and through
artifacts provided by the principal. Evidence is used as a basis of discussion between the supervisor and principal
leading to feedback and ultimately a principal’s summative evaluation.
Formative – Includes measures and processes that are intended to give quality feedback to principals on
progress toward their goals and informs subsequent growth plans. Midyear reviews would be an example, or
feedback on observations.
Goal setting – The process of using prior evaluations, surveys, and self-assessments to set a principal’s
performance goals (both professional practice and student outcomes) at the beginning of the annual evaluation
process.
Graduation rates – The percent of students who graduate from high school in the stated time frame. A related
measure is students on track to graduate meaning they have taken and passed the requisite college entry
requirements in the appropriate grades.
Holistic approach – A principal’s collected evidence evaluated by a supervisor who looks for patterns in
performance and trends over time and compares the evidence to a performance rubric or similar set of
performance criteria. The supervisor interprets the evidence to draw a conclusion about overall performance
and determines a principal’s effectiveness rating.
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Indicators – Observable and measurable pieces of information about what leaders do to ensure effective
teaching and successful learning by every student. They typically describe in more depth principal performance
measures in the form of rubrics.
Indirect observation of principal practice – A supervisor observes or reviews systems or processes that have
been developed and implemented by the principal but operate without the principal present.
Interim assessments – Student assessments administered periodically during the school academic year that
evaluate students’ knowledge and skills on academic goals. Results are used to identify if students are on track
to meet their goals and the school’s goals, allowing adjustments in instructional practices. The most useful
interim assessments are those that can predict growth scores such as the MCA results. (See predictive
measures.)
Midyear review conference – A conference between the principal supervisor and the principal usually
scheduled in February or March to review the principal’s progress on his or her performance goals and student
outcome measures. Adjustments can be made to the growth plan or the supports the principal receives if the
principal is not on track.
Minnesota Comprehensive Assessment (MCA) – A statewide assessment measuring proficiency in grades 3–
8/10 in reading and 3–8/11 in mathematics and 5/8 and high school in science.
Multiple measures – The use of a number of different measures to judge both student and principal
performance on their standards, goals or expectations.
Non-tested grades – School grades and academic subjects not tested by the Minnesota Comprehensive
Assessment.
Numerical approach – The quantification of different measures of principal performance that are usually added
or averaged in order to generate a single principal effectiveness score or rating.
Observation – A visit to a school by a supervisor to observe principal practice. Protocols are used to collect
evidence which are then judged against performance measures or other professional goals.
Performance levels/categories – Labels for levels of principal effectiveness based on rubrics, multiple measures
and supporting artifacts. These levels are exemplary, effective, development needed, and unsatisfactory.
Performance measures – Standards of competency that principals are expected to meet. They reflect the
research on the skills, knowledge, and behaviors that principals who have raised student achievement
demonstrate.
Postsecondary readiness – When students acquire the skills and knowledge in high school to enter
postsecondary institutions and take and pass college level courses. College readiness is often measured by tests
such as the SAT or ACT.
Predictive assessments – Interim assessments that have been statistically correlated with annual growth
measures such as the MCA. For example, a student’s or classroom’s midyear score on an interim assessment
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predicts a final score (assuming student learning continues at the same rate) on the MCA. Predictive tests allow
instructional interventions, if needed.
Principal supervisor – The person responsible for evaluating a principal. Along with other evaluator-related
responsibilities, the evaluator approves professional development plans in the fall, conducts a midyear review
and conducts the final annual summative principal evaluation.
Professional judgment – A supervisor’s ability to look at evidence and make an informed decision on a
principal’s performance without a set calculation in place.
Professional learning community – A school team of teachers and other specialists that work collaboratively
together in recurring cycles of collective inquiry and action research to achieve better results for the students
they serve.
Professional practice goals – Goals a principal and supervisor agree upon to improve a principal’s leadership
skills and behaviors.
Professional practice plan – The individualized plan for a principal which constitutes a written agreement that
outlines the steps to be taken to improve the principal’s effectiveness. Each plan consists of professional
practice goals and student outcome goals with clear action steps for how each goal will be met.
Profile approach – Multiple types of evaluation data are collected but each measure is considered and scored
separately before data are combined in a matrix with different categories of metrics on the two axes. Rating
categories are used for each of the measures, resulting in a profile that defines areas of refinement or
reinforcement for each principal.
Promising practices – Documented descriptions of practices that incorporate lessons learned, feedback and
analysis that lead to improvements or positive outcomes.
Qualitative data – Descriptive data.
Quantitative data – Anything that can be expressed as a number or quantified.
Reliability – The ability of an instrument to measure consistently across different raters and contexts.
Rubrics – A set of principal actions or criteria used to score or rate principal’s performance on standards and
indicators. Good rubrics consist of a four-point measurement scale and principal performance actions for each
indicator at each point on the scale.
Self-assessment – A principal rates his or herself on a rubric measuring the district’s principal performance
goals. Results are used for goal setting and often the summative review.
School improvement plan – A course of action developed by the principal, working collaboratively with a school
team. They review past performance, set goals and develop a plan to meet annual school goals.
Stakeholders – Different role groups with an interest in the success of the education system. A stakeholder
could be a parent, teacher, student, school board member, community leader, business representative, etc.
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Stakeholder surveys – Questionnaires about the principal’s performance given to various stakeholder groups.
Questions on how well a principal meets standards or other expectations can be asked of their teachers,
students, and/or community members. Stakeholder feedback is designed to give principals informal feedback on
how their leadership skills are perceived by different stakeholder groups.
State example model – The Minnesota state model for leadership evaluation and development for principals
was designed by a committee of educators, primarily administrators, along with parents, school board members,
and other public members. It was designed in response to and in compliance with requirements in legislation.
Statutes – A written law passed by a legislative body. Minnesota’s principal evaluation requirements are
contained in Minnesota Statutes, section 123B.147 passed in 2011.
Student academic growth – Required by Minnesota Statutes, section 123B.147 to be collected and reported as
part of the principal’s summative evaluation. Intended to report how much a student learns from year to year.
Student proficiency – Levels (cut scores) set on standards-based tests than indicate a student’s level of
academic accomplishment.
Student outcomes – Results and progress students make on academic assessments and other measures.
Summative review conference – An end-of-cycle or end-of-the-year evaluation that is based on multiple
measures, domains, and performance criteria that usually results in an evaluation (and sometimes a rating) of
the principal.
Summative rating – The final summative rating is a combination of a principal’s professional practice rating and
the measures of student learning. The final score may be mapped on to a point scale that corresponds to the
four summative ratings: exemplary, effective, development needed or unsatisfactory.
Validity – The ability of an instrument to measure the attribute it intends to measure.
Weighting – How much a particular measurement tool, student growth measure or performance measure
determines overall performance when multiple measures are combined into a single rating.
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Appendix A
2015 Minnesota Statutes
123B.147 Principals.
Subdivision 1. Supervision of school building.
Each public school building, as defined by section 120A.05, subdivisions 9, 11, and 13, in an independent district
may be under the supervision of a principal who is assigned to that responsibility by the board of education in
that district upon the recommendation of the superintendent of schools of that district. If pupils in kindergarten
through grade 12 attend school in one building, one principal may supervise the building.
Subdivision 2.Valid license required.
Each principal assigned the responsibility for the supervision of a school building shall hold a valid license in the
assigned position of supervision and administration as established by the rules of the commissioner of
education.
Subdivision 3.Duties; evaluation.
(a) The principal shall provide administrative, supervisory, and instructional leadership services, under the
supervision of the superintendent of schools of the district and according to the policies, rules, and
regulations of the school board, for the planning, management, operation, and evaluation of the
education program of the building or buildings to which the principal is assigned.
(b) To enhance a principal's leadership skills and support and improve teaching practices, school
performance, and student achievement for diverse student populations, including at-risk students,
children with disabilities, English learners, and gifted students, among others, a district must develop
and implement a performance-based system for annually evaluating school principals assigned to
supervise a school building within the district. The evaluation must be designed to improve teaching and
learning by supporting the principal in shaping the school's professional environment and developing
teacher quality, performance, and effectiveness. The annual evaluation must:
(1)
(2)
(3)

(4)
(5)
(6)

support and improve a principal's instructional leadership, organizational management, and
professional development, and strengthen the principal's capacity in the areas of instruction,
supervision, evaluation, and teacher development;
include formative and summative evaluations based on multiple measures of student progress
toward career and college readiness;
be consistent with a principal's job description, a district's long-term plans and goals, and the
principal's own professional multiyear growth plans and goals, all of which must support the
principal's leadership behaviors and practices, rigorous curriculum, school performance, and highquality instruction;
include on-the-job observations and previous evaluations;
allow surveys to help identify a principal's effectiveness, leadership skills and processes, and
strengths and weaknesses in exercising leadership in pursuit of school success;
use longitudinal data on student academic growth as 35 percent of the evaluation and incorporate
district achievement goals and targets;
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(7)
(8)

be linked to professional development that emphasizes improved teaching and learning,
curriculum and instruction, student learning, and a collaborative professional culture; and
for principals not meeting standards of professional practice or other criteria under this
subdivision, implement a plan to improve the principal's performance and specify the procedure
and consequence if the principal's performance is not improved.

The provisions of this paragraph are intended to provide districts with sufficient flexibility to accommodate
district needs and goals related to developing, supporting, and evaluating principals.
History:
Ex1959 c 71 art 4 s 16; 1969 c 9 s 27; 1971 c 144 s 1; 1973 c 492 s 7; 1974 c 37 s 1; 1975 c 162 s 25; 1975 c 432 s
16; 1978 c 706 s 13-15; 1978 c 764 s 31,32; 1979 c 334 art 6 s 8; 1981 c 175 s 1; 1983 c 314 art 7 s 18; 1986 c
444; 1987 c 398 art 8 s 8; 1990 c 562 art 8 s 21,22; 1991 c 265 art 9 s 34,35; 1993 c 224 art 9 s 22; art 12 s 15;
1Sp1995 c 3 art 9 s 19; art 16 s 13; 1998 c 397 art 6 s 55-61,124; art 11 s 3; 1998 c 398 art 5 s 55; art 6 s 16; 2003
c 130 s 12; 1Sp2011 c 11 art 2 s 22; 2012 c 239 art 2 s 8; 2014 c 272 art 1 s 30
Copyright © 2015 by the Reviser of Statutes, State of Minnesota. All rights reserved.

70 | Appendix A: 2015 Minnesota Statutes

An Implementation Guide for Growth-Focused Evaluation of Minnesota Principals

Appendix B
Sample Artifact Collection

Personal Leadership

Systems and
Operations

School vision and mission statement

X

No data

No data

No data

No data

School goals

X

X

No data

No data

No data

Stakeholder surveys

X

X

X

X

X

School improvement plans

X

X

No data

No data

No data

Minutes of planning sessions

X

X

X

X

X

Progress on school improvement plans

X

X

No data

No data

X

No data

X

X

X

No data

X

X

X

No data

X

Curriculum alignment documents

No data

X

No data

No data

X

Changes in curriculum and instruction based on student data

No data

X

No data

No data

No data

Data notebooks/data retreats

No data

X

No data

No data

No data

Teacher action research

No data

X

No data

No data

No data

Records of involvement in professional associations

No data

X

No data

No data

No data

Staffing plans

No data

X

X

No data

No data

Teacher lesson plans

No data

X

No data

No data

No data

X

X

X

No data

No data

Artifacts

Formative reviews
School/staff meeting agendas

Schedules and meetings of professional learning communities

18

Instructional
Leadership

High Quality and
Effective Staff

Shared Vision for High
School Student
Achievement

Organized by Minnesota Performance Measures 18

Adapted from the South Dakota Principal Effectiveness Handbook. South Dakota Department of Education and the South

Dakota Department of Teaching and Learning. 2015.
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Documentation of instructional practices used in the school

No data

X

X

No data

X

Teachers’ professional learning opportunities

No data

X

No data

No data

X

Hiring calendar and process

No data

X

No data

No data

X

School budget

No data

No data

No data

No data

X

Teacher turnover rates

No data

No data

X

No data

No data

Completed teacher evaluations

No data

X

X

No data

X

Teacher professional growth plans

No data

X

X

No data

No data

Community partnerships and their outcomes

X

No data

No data

No data

No data

Estimated community resources leveraged by the school

X

No data

No data

No data

X

No data

No data

No data

No data

X

Parent and student handbooks

X

No data

No data

No data

X

Communication logs and other feedback

X

No data

No data

No data

X

Discipline referrals

X

No data

No data

No data

X

Parent newsletters

X

No data

No data

No data

No data

Parent association rosters

X

No data

No data

No data

No data

Family engagement in school based activities

X

No data

No data

No data

No data

School website

No data

No data

No data

X

X

Mentoring/internship

No data

X

No data

No data

No data

Principal professional growth plan

No data

X

No data

No data

X

X

No data

No data

No data

No data

No data

No data

No data

No data

No data

Artifacts

Public services supported by the school

Media relations
Other
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High Quality and
Effective Staff

Personal Leadership

Instructional
Leadership

Shared Vision for High
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Appendix C
Three Steps in Assessing Principals on Student Outcomes 19
Step 1–Select the right measures
Step 2–Set the right targets
Step 3–Determine how many targets need to be met to reach proficiency
We describe four outcome categories of measure to include in principal evaluations:
Category

Description

A. Academics:
Growth model results for
core subjects

These are measures of growth of all students in core academic areas (e.g.,
expected value-added improvement for all students in mathematics).Targets
for expected growth are usually set at the state or district level.

B. Academics:
Results in core subjects
for all students and for
student groups

These are measure of growth and/or performance for all students and for
specific student groups in specific core subject areas (e.g., increasing
proficiency in reading for English Learners).Targets are usually determined
locally.

C. Academics:
Results for “non-tested”
grades and subjects

These are measures of growth and /or performance for grades and subjects
where there is not a state assessment (e.g., reading in 1st grade, foreign
language in high school). The particular assessment and the target are
usually determined locally.

D. College and Career
Readiness

These are measures, other than assessments results, predictive of high
school graduation and success in postsecondary education. The targets are
usually set locally and applicable for middle and high schools.

19

New Leaders Principal Evaluation Handbook , (New Leaders: New York, 2012) p. 11-12
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Within these categories states and districts should select approximately eight to 10 specific measures as a basis
for principal evaluation. Significantly fewer than eight and you risk an incomplete view of school performance.
Significantly greater than 10 and you risk diluting the power of any of them.
Category

Elementary/Middle/High

A. Academics:
Growth model results for core subjects

1. Growth model results in math
2. Growth model results in ELA (or reading)

B. Academics:
Student group results in core subjects

3. ELA, math or other core subject proficiency of
English Learners
4. ELA, math or other core subject proficiency of
students in poverty
5. ELA, math or other core subject proficiency of
students with disabilities
6. ELA, math or other core subject proficiency of
Africans Americans students

Category

Elementary

Middle

High

C. Academics
Results for “nontested” grades and
subjects

7. Kindergarten and
grade 1 reading
8. Kindergarten and
grade 1 math

7. Grade 8 capstone
writing project
8. Grade 7 social
studies/history
portfolio

7. Grade 11 capstone
writing project
8. Grade 12 student–
chosen performance
assessment (in socialstudies, arts, or other
non-tested subject)

D. College and Career
Readiness

n/a

9. Passing grades in all
subjects
10. Enrollment and pass
rates in higher rigor
courses (e.g. algebra)

9. Credit accumulation
at the end of grade
10
10. Graduation rate

While states and districts may have other measures to include, we stand by these as critical measures of student
success.
As shown in the table above, measures differ by grade level. They also may differ from school to school. We
recommend that the process for selecting measures occur between a principal and his/her evaluator and that
the evaluator bring a clear point of view to the conversation about the measures that are central to top district
priorities.
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This guide was written by Jane Armstrong with Maud Abeel and Constancia Warren.

About FHI 360
FHI 360 is a nonprofit human development organization dedicated to improving lives in lasting ways by
advancing integrated, locally driven solutions. Our staff includes experts in health, education nutrition,
environment, economic development, civil society, gender, equality, youth, research, technology,
communication and social marketing – creating a unique mix of capabilities to address today’s interrelated
development challenges. FHI 360 serves more than 70 countries and all U.S. states and territories.

About the Bush Foundation
The Bush Foundation invests in great ideas and the people who power them. Established in 1953 by 3M
executive Archibald Bush and his wife, Edyth, the Foundation encourages individuals and organization to think
bigger and think differently about what is possible in communities across Minnesota, North Dakota, South
Dakota and the 23 Native nations that share the same geography.

