Advice about the evaluation process from School Leaders

· Make the mandate work for you
· Use the Educator Evaluation System as a lever to help you do your core work better
· Make it make sense

· Look at what you are already working on (goals, targets, state of your data)
· Look at the current practices/instructional initiatives that support that work

· Look at what adult learning / changes in practice need to happen to make it highly likely  students will achieve school student learning goals

· Make the goals should “talk to each other” across and within every layer:
“If I/we achieve X, is it highly likely our students/team/school will achieve Y?”
· Everyone should have a good answer to the question: 

“How is my work helping the school meet our school goals?”
· Have teams of teachers work together to set and work toward goals

· Be transparent 

· About who is evaluating who, and the rationale
· Share a timeline of steps that need to happen, by when, and why
· About what the ratings mean
· Communicate priorities & expectations 

· Provide examples whenever possible

· Make it manageable
· Be thoughtful about evaluator pairings
· Focus on priority indicators and elements within the rubric
· Provide frequent informal feedback
· Be strategic about who needs managing, who needs developing
· Ask teachers to contribute evidence about the things they do that you don’t see
· Use the resources in your building to provide support

· Adopt a growth mindset

· Focus on the message that everyone can benefit from good coaching and feedback

· Be specific and concrete about what you feel needs to be fixed 

· Use observations as an affirming process to show that you’re paying attention and are here to help.  
· Remind teachers that you recognize progress 
· Act like this is the most important part of your job
· Make observations and feedback your own professional practice goal, and track your progress
· Schedule dedicated coaching times
· Protect the time of evaluators by asking others to cover other obligations that may arise
· Make time to meet with teachers

· Ask for feedback on your feedback
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