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BALTIMORE CITY PUBLIC SCHOOLS Circular No. 24 
. BALTIMORE, MARYLAND 21218 Series 1983-84 

Office of 
The Superintendent of Public Instruction August 17, 1983 

ADMINISTRATION: 
Principal's Evaluation 

TO: Regional Superintendents, Principals and Heads of Central Office Units 

FROM: 	 Alice G. Pinderhughes, Superintendent of Public Instruction 
Thomas R. Foster, Deputy Superintendent 

Attached: you will find procedures for the evaluation of principals adopted by 
the Board of School Commissioners on Thursday, July 28, 1983. The new procedures
will be used jointly with current procedures. The regional superintendent will 
determine the final evaluation of each principal at the conclusion of the school 
year. A comparison study will be made during 1983-84. Results of the study 
will be reported during the summer of 1984. 

During the development of the new procedures, briefing sessions were held for all 
principals. Since that time, modifi cations were made in the procedure. Principa1s 
are, therefore, urged to study the attachment. Informational sessions will be 
scheduled for principals in the near future. 

TRP:~w 

Attachment 
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BALTIMORE CITY PUBLIC SCHOOLS 

PROCEDURES FOR EVALUATION OF PRINCIPALS 
EFFECTIVE SEPTEMBER 1,1983 

TO BE USED JOINTLY WITH CURRENT PROCEDURES 

Introduction 

The evaluation of the executive officers of any unit within our organization 
should focus .upon the primary mission of that unit. The primary mission of 
the Baltimore City Public Schools is to educate the children and the adults 
enrolled. It follows that the evaluation of its principals should be placed 
upon the extent to which the students learn, the extent to which they are 
present for learning, the extent to which the educationa1 staff is present to 
provide instruction and managerial skills necessary to carry out the process 
consistent with the goals and objectives of the Baltimore City Public Schools. 
Such measures are central to the mission of public schools. 

The components of the principal's evaluation have been established as follows: 
Percent Potnts 

1. School Objectives, Initiatives, Activities 27.3% 30 

II. Standardized Tests 36.3% 40 

III. Proficiency Tests 9.1% 10 

IV. Student Attendance 9.1 % 10 

V. Teacher Attendance 9.1 % 10 

VI. Growth Index 9.1% 10 
100.0% 110 

Methods and Procedures 

Data for Component I will be evaluated by the regional superintendent. Data 
for components II - VI will be produced by the Bureau of Planning, Research 
and Evaluation. To establish a standard against which improvements will be 
measured, data for the base years 1981-82 will be used. The standard will form 
a base against which future performance will be measured. Scaling will be 
carried out separately for elementary, middle/junior high and senior high levels. 
The latter are further distinguished by citywide, comprehensive and vocationa1/ 
technical schools. The scale avoids bias which may arise from schools at 
either performance extreme by grouping them by level, economic characteristics, 
and in the case of high schools, by program. The classification categories 
are broad enough to encompass better than and less than satisfactory performance. 

I. School Objectives, Initiatives and Activities 

This section is to be developed jointly, in the Fall, by the regional 
superintendent and principal. They may address as many items as are 
mutually agreeable and assign point values to each, the total not to 
exceed thirty (30). Results should be observable. Points are to be 
awarded in the Spring by the regional superintendent. 
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PRINCIPAL EVALUATION FORM 


principql's Name School No. School Year 

AREA OF EVALUATION · WEIGHTS POINTS 
EARNED RATING 

I School Objectives,
Initiatives, Activities 

30 

II Standardized Tests 40 
i ' \ 

It! Proficiency Tests 10 

IV Student Attendance 10 

V Teacher Attendance 10 

V~ Growth Index 10 

ITotals 110 * 

*Obtain from chart below. 

RATING SCALE 

PERFORMANCE PERFORMANCE RATING DEFINITIONS SCORE 
RATINGS 

Outstanding 
P~rformance 

Consistently exceeds expected performance in accomplishing 
stated objectives and position requirements and manifests 
a discernable degree of initiative and innovation. 

85 
and 
Qbove 

Good Exceeds expectations and demonstrates high level perform
ance in accomplishing objectives and position requirements. 75-80 

Satisfactory Meets stated objectives and satisfies position requirements 
in a manner resulting in expected performance. 60-74 

Needs 
Imprqvem~nt 

Performs most position requirements in an acceptable 
manner, but needs improvement in designated areas. 

40.. 59 

Unsqtisfactory Does not perform at an acceptable level. 39 or 
less 
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Principal Evaluation Form 	 p. 2 

RECOMMENDED ACTIONS: 

Outstanding: 	 Consider for principalship of larger~ more complex school. 
Invite to serve on system-wide policy development c011lllittees. 
Certificate of Recognition placed in official personnel file. 

Good: 	 Continue in position. Certificate of Recognition placed in official 
personnel file. 

Satisfactory: Support for continued improvement. 

Needs Improvement: 	 Retain in position with s.upport or transfer with support. 
If second consecutive II Needs. Improvement ll rating ~ take 
action as IIUnsatisfactory.1I 

Unsatisfactory: 	 Reassign as an as.sistant pri.ncipal and place name on 
eligibility list for principal. 

RECOMMENDED PERFORMANCE RATING: 

Regi ona1 Superi ntendent __________________________ Date_________ 

Pri nci pa11 s Signature ______________________ Date ______ 

If the recommended performance rating does not match the rating designated by the 
point values in the RATING SCALE, the regional superintendent must indicate below 
the specific reasons for the difference. 

REV IEWING OFF! CER~__--;-_..---_---r--;-______ 

signature, date 

http:IIUnsatisfactory.1I


• 
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Newslettel ra 
10 WEST TWENTY·FIFTH STREET, BALTlMORE, MD. 21218 PHONE: 243-4310 

May, 1984 III 

PSASA NEGOTIATIONS 

We are still at the table! On Friday, May 11, 1984 we presented our proposed 
salary package to the City and the Board negotiation team. They will respond to us on 
Friday, Kay 18, 1984. Upon completion of negotiations, which we hope will be very soon, 
we will call a special general membership meeting for ratification. Watch for the 
bulletin announcing date, time, and place for the ratification meeting!!! 

PSASA PERFORMANCE APPRAISAL 

Dr. Delores Baden, President, presented the Performance Appraisal System for 
school-based administrators to the Board of School Commissioners at the May 17th 
meeting. This effort is the work of Dr. Earnest James, Industrial Psychologist for 
the State of Maryland. It is PSASA's response to the Board's challenge for an effec
tive evaluation instrument. 

The instrument represents nine months of work by members of PSASA and selected 
staff , of the Baltimore City Public Schools. Remember, this is a proposal. What has 
been submitted to the Board will be reviewed and possibly changed. However. we hope 
that an honest effort will meet with a system response that has integrity. Superin
tendent Pinderhughes, and others, have been cooperative in this endeavor. 

L- .. "_ L-.. What follows is the Performance Appraisal System for sChool-based , 



INlRODUCT ION 

This performance appraisal system has been developed on the basis of a 
careful job analysis which is in Appendix B (or jlttached at the end of this 
document if this is a copy of only this instrument). The knowledge, skills and 
abilities · {KSAs) that are required to perform the tasks are listed in t~ job 
analysis. This appraisal system is based upon those KSAs because a KSA-based 
illstrument allows for better performance diagnoses for employee development 
purposes. Those KSAs are as follows: 

1. 	 Knowledge of Educational Procedures, Documents and 
Po 1icies (3l%) 

2. 	 Management and Leadership Skills (24%) 

3. 	 Data Gathering, Data Organization and Problem Solving 
Skills (21%) 

4. 	 Presentation Skills {12%} 

5. 	 Public Relations and Interpersonal Skills (12%) 

The above five KSAs, with wei~ts shown in parentheses. constitute the heart 
of this performance appraisal system and are the components upon which the 
appraisal ratings are generated. ' 

PURPOSE 

There are two pri mary overa 11 purposes for a performance appra isa 1 sys tem: 

A. 	 Employee Development 

B. 	 Admin istrative Deci s ions 

These two purposes are antagonistic to each other and must be managed very
cdrefully. 

PUBLIC SCHOOL ADMINISTRA TORS AND SUPERVISORS ASSOCIATlON OF BAL TlMORE CITY 

,  . 
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Employee Development. It is not enough to select the best candidate for 
the -,fol)-aiid then traln her/hiDI to maintain the best possible workforce. 
Employees work behavior and attitudes are in continuous change and 
modification. If this d1ange is carefully managed, it will result in a great 
benefit to the organization in terms of production and co".nitment. To 
carefully manage this change, management has to be able to diagnose and 
measure ~I\:rengths and weaknesses of the skills and abilities of the employees 
and guide the changing experiences of the employee in a direction that will 
improve their weaknesses and capitalize on their strengths. This appraisal 
system allows for diaglOses and reconlllends at least three conferences which 
are desigled to aid both the manager and subordinate in cOlJlOunicating to get a 
clear understanding of the employee's strength~ and weaknesses. With a clear 
lJnderstandina of the employee's skills, the managor can make reconmendations, 

for example, for assistance, training, a job change or a redesigned job to 
provi de for cont inued improvement. Pl ease be aware that the employee must be 
d"llowed to participate fully in these decisions and may choose not to seek 
further development. The objective of employee development is to maintain and 
illlprove your human re~ources. 

Administrative Decisions. These decisions are, for example, whether" to 
pron~te, place, transfer, demote or terminate an employee. As you can see, the 
administrative function is antagonistic to the employee development function. 
It is to the employee'S advantage to disclose his/her weaknesses in the 
developmental cycle of the system, but not so in the administrative cycle. 

It does not take very long to make' administrat ive decisions, especially if 
appropri ate documentat ion has been ma inta ined and standard procedures have 
been followed. Therefore approximately 90 percent of the appraisal cycle 
involves employee development with the remainder involving formulating and 

mdking administrative decisions. 

Another point to consider about administrative decisions is that if the 
perfonnance appraisal system is to be used to make administrative decisions, 
tile instrument must be reliable and valid. The use of a performance appraisal 
system to make promotional decisions brings the appraisal system "within the 

,ew of Ti tle V I I 0 f the.-1~6!LC i VLLRj~~ts i\c...La lld tbA-c..uh-c-<>OJlon±-"-'~"~4O''-------



yov~rlllllent guidelines on employee se ection" (Kleiman and Durham, 1981, p. 
lOJ). Regardless of the reasons for using a performance appraisal system, a 
reliable and valid instrument is more effective and tends to have more support 
form those who are affected by it. 

PERPARAT JON 

Before this instrument is used by anyone, that person should attend a 
fOnllal in-house training program that is designed specifically to teach the 
"'dOdger how to use this instrument. Training is critical~! The user must be 
thoroughly familiar with the instrument and its limitation. The user must know 
the appropriate docul~ntation, data collection procedures and when to use the 
instrument. The user must have a clear understanding of the position for which 
this instrument was desigled. The user must have a very clear understanding 
the specific purpose of this instrument. Top management may deci de to use this 
instrument for employee development only or for only one administrative 
declsion such "as the percent of merit increase an employee should receive. 
Without a clear understanding of the specific purpose of this instrument, 
unnecessary work may resu 1t. 

RE l.IABI U;rY AND VALIDITY. 

This instrument should not be used unless there is evidence to support the 
reliability and validity of the ratings co"llected with this instrument. Such 
ev i d~nce shou 1d be obta ined 'profess iona 11y by someone .tra i r.'.etJ in procedures 
fm' val idatinq perfonnance appraisal systems, such as anTndUstr i al-

Organizational Psychologist. Such evidence should be presented in a technical 
rl~porL. An example of such a study is Project J, Reliability Study, that is 
Drt~Sentc·J in the original (present) report in which this document is pr'esented. 
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QUALITY CONTRCl. 

Once the reliability and the validity of this appraisal system is 
established, it must be maintained. A quality control program must also be 
established as a part of this performance appraisal system. A quality control 
program is nothing more than a follow-up validation study that is conducted 
yearly (e.g., Project 3 of this report). However, quality control also 
involves a review ' of the job to determine if there are significant changes. 
When such changes occur, it may be necessary to make major changes and rewrite 
the appra isa 1 form. 

METHJD, ADMINISTRATOR APPRAISAL PROCEDURE 

Appraisee's Goals And Objectives. Each administrator or principal will 
submit a set of goals and objectives for solving key problems from the 
previous school year between August 15 and September 30. In the case of newly 
appointed administrators these goals and object ives wi I 1 be submitted on a 
date mutually agreed upon by the administrator and the imnediate supervisor, 
but in no case later than sixty (60) days after the administrator assumes the 
pusition to which s/he is appointed. These goals will be agreed upon by the 
administrator and the inmediate supervisor. The irrunediate supervisor will give 
the final approval of the goals, of course, and is responsible for seeing that 
all required perfonnance appraisal conferences take place. 

First Conference Report. Objectives and goals are subject to modification 
upon lIlutual agreement in writing or in a conference between the administrator 
and the illTnediate supervisor no later than September 30. By this date, 'the 
first Conference Report form will be completed and copies retained by the 
appraisee (administrator) and appraiser (intnediate supervisor). At minimum, 
the appraisee is to be provided with expected final ratings based upon 
progress on objectives to date to prevent any suprises and to allow for 
lIIi d-course corrections to take place. However, the immediate supervisor should 
also have a written plan, which included full participation by the 
administrator, to correct any problems the administrator is experiencing. 



Second Conference ~ort. The Second appraisal session between tne 
admin i s trator and theiUUnedlate supervisor will be held no later than January 
l~. Again, at minimum, the appraisee is to be provided with expected final 
ratings based upon progress on objectives to date to prevent any suprises and 
to dllow .foy· mid-course corrections to take place. At this time, the Second 
Conference Report form will be completed. 

Continuing communication between the administrator and the supervisor is 
necessary. Further fanna 1 conferences unt i 1 the end-of-year conference may be 
held"at the discretion of the administrator and/or the immediate supervisor. 
HIe results of such conferences will be documented and signed by both parties • 

.End-of-Year Conference Report. The final evaluation session will involve 
~~e Silme ~rocedures as the preVTOus dppraisal seSSions, except the ratings are 
1 Hid I. ThlS conference is to be conducted between May 1 and June 30. Should 
the administrator take exception to the performance appraisal results tile 
administrator may seek redress availdble via the appropriate administ~ative 
procedures at any time during the appraisal year; the sooner it is done.the 
better. ' 	 .. 

THE RATING SCALES ' 

How 	 To Use The Scales 

Before you begin the appraisal process, it is essen~ial that.you read, in 
its entirety, the description of the rating scale you wl~l be uS1ng. The 
rating scale is a five-point scale with anchors as descr1bed below: 

(5 ) • Superior and Exceptional Effectiveness 
This is the highest level of job effectiveness and sho~ld 
reflect your complete confidence in an .indivi~u~l who 1S 
fully competent in every facet of the Job actlvlty. 

(4) 	• CAltstanding or Ab~ve Avera~!ec_~ness 
This is tfie second hl~lest j~ectlveness level and 
should include only those individuals 'who consistentl..l 
exceed the normal and expected work standards. 
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( 3) 	 • Expected and Reasonable Effectiveness 
This category should include those administrators who meet 
the average and expected job effect iveness standards 
established for the position. 

( 2) 	 • Below Standards but Above Minimum Effectiveness 
ThlS is tfie second lowest level of effectiveness and should 
include those persons who generally fail to meet the 
expected standards of work, but are working at a minimally 
al"lowable level. 

( 1 ) 	• Below Minimum/Acceptable Effectiveness 
This is the lowest level of effectiveness and should 
include only those administrators whose work is completely 
unsat i sfactory. 

Each of the five KSAs will be presented seperately on the following pages with 
the above five-point rating scale on which the supervisor is to provide the 
upprdisal ratings. Each KSA is defined by a set of indicators or questions 
which the supervisor is to ask her/himself and provide documented answers 
before rating the administrator. The documented answers are to be presented in
"a JrldJlller such that an independent ratf>r can provide a IIreasonab 1 e" set of 
rating for the administrator in conjunction with a quality control program 
discu5sed earlier in this instrument. Before the rating scales with KSAs are 
presented', a discussion of rating errors to avoid will follow. 

Errors to Avoi d: 

• 	 The Len iency Error
Tn an attempt to be either lenient or severe, a rater can fall into the 
trap of consistently evaluating everyone excessively easy, or the r~erse, 
excessively hard. Since these assessments are so important to the 
organization, an effort should be made to accurately depict the ratee as 
he/she actually performs Witilout regard to personal feelings, mitigating 

: ~'L-,,-b..eo c.-A_dQSi~~o-.b~ 1iked. or the des ire to be s tri ct. 
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• 	 The Central Tendency Error 
Some raters don't , ike to make extreme judgments, and tend to fa il to use 
the extreme scale scores (i.e. Superior and/or Below Minimum). By failing 
to use the extreme scale scores, you may restrict the range of the scale. 

• 	 The. Halo Error 
This error relates to a rater's tendency to let an assessment on one 
dimension overl.l. influence other assessments on unrelated dimensions. An 
administratorrnc1Y be outstanding in "Management and leadership Sk ills, 
but below standard in "Data Gathering, Data Organization and Problem 
So 1vi n9 Sk ills II • 

• 	 The Recency Error 
The recency error occurs when the rater considers only the administrator's 
last few days or weeks of work. Care should be taken to resist being 
overly sway~d in your assessment by one or two recent events in an 
adlllinistrdtor's total work experience. 

With an understanding of the type of rating errors to avoid, you may begin the 
cOlllpletion of tile ratings on each of the five KSJ\s and an overall ratin·g on 
tile 	fol 'lowing Pdges. 

Know ledge of Educat iona 1 Procedures, IX>cuments an_d Pol i c ies 

ThiS scale measures the extent and how well the administrator applies his/her 
knowled9t~ of educational procedures, documents and policies in completing job 
ass i glmellts. 

4 

As an aid in assessing the administrator~s per!o~mance in applYing.th~s KSA, 
document and review the answers to questlons ~~~..c to the folluwwg. 
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• 	 To what extent does this administrator have a typed, 
well organized and accurate set of documents or report
witll the appropriate statistics describing his/her 
assessment and conclusions of the school's perfonnance 
for the previous school year, and key problem areas? 

• 	 To what extent does the administrator have a written 
and appropriate set of objectives, with a time table, 
for the coming school year that is challenging, seems 
obtainable and addresses the most serious problems 
fac i ng the schoo l? 

• 	 To what extent is there sufficient evidence to 
indicate the administrator allowed full participation 
of his/her staff in setting the school objectives and 
ad dressing the maj or prob1em area s? 

• 	 To what extent does the administrator process the 
administrative paperwork in an appropriate and 
efficient manner? Are there delays and errors in the 
I>rocessing and maintenance of documents and school 
records'/ 

Based on these and other similar questions to which you have documented 
dnswers, identify the level of performance of the administrator on this KSA 
sCdle ollly by checking the appropr -iate circle below. 

o 5 SUPERIOR 

o 4 OUTSTANOI NG 

o 3 EXPECTED 

Q 2 BE LOW STANDAR D 

o BELOW MINIMUM 



~nagement And Leadership Skill~ 

This scale measures how well the administrator applies her/his management and 
1eadership skills in completing assignments and solving job related problems. 

As an aid in assessing the administrater's performance in applying this~SA, 
~ocuf!lent and review the answers to questions similar to the following: 

• 	 How well does the administrator make use of the 
strength s and weaknesses of his/her human resources in 
lIIaking student and staff aSSignments, including 
adjustments to classes? 

• 	 How well is the faculty handbook maintained and how 
well is the administrator's staff informed of the 
legal and forma~ Qrganizational procedures for 
conducting school business? 

• 	 To what extent does the 'admin i s trator make use of the 
latest available technology and procedures in 
education to assist in the education of students? 

• 	 To what extent does the administrator allow for staff. 
staff specictlists. student. and parent participation 
'in solving school related problems? 

• 	 To what extent does the administrator have a set of 
long-term objectives for solving anticipated dnd major
prob 1ems? 
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Ba sed on these and other s imil ar quest ions to whi ch you have documented 
answers, identify the level of performance of the administrator on this KSA 
scale onl .y by checking the appropriate circle below • 

o 	 5 .SUPERIOR 

o 	 4 OUTSTANDI NG 

o 	 3 EXPECTED 

o 	 2 BELOW STANDMD 

.0 BELOW MINIMUM 

Qata 	Gathering, Data Organization And Problem Solving Skills 

This scale measures how well the administrator applies her/his data analysis 
skills in solving job related problems. 

As an aid in assessing the administrater's performance in applying this,J<SA, 
~_oc~~~.!.! and review the answers to questions similar to the following: 

• 	 To what extent is the administrator constantly aware 
of his/her progress on action plans and objectives, 
and any neccessary midcourse coY'rect ions? 

• 	 To what extent has the administrator documented the 
key student problem areas and trends? 

• 	 To what extent has the administrator documented the 
strengths and weaknesses of staff merrbers (conducted 
performance appraisals correctly) and plans for 
improving staff performance and developing human 
resources? 



• 	 To what extent is the principal aware of emerging or 
potential problem areas and possible cause and effect 
relations (for long-range planning purposes)? 

Based on these and other similar questions to which you have documented 
drlswers, identify the level of performance of the administrator on this KSA 
sCi.lle only by checking the appropriate circle below. 

0 	 5 SUPERIOR 

0 	 4 OUTSTANDING 

0 ') 
oJ EXPECTED 

0 	 2 BE LOW STANDMD 

0 BELOW MINIMUM 

Presentation Skills 

This scale measures how well the administrator applies her/his presentation 
~kil1s in completing assignments and solving job related problems. 

As an aid in assessing the administrater's performance in applying this ..KSA, 
document and revi ew the answers to quest ions similar to the fo 1I0wing: 

• 	 Are the subordinates fully aware of the goals and 
objectives and key probl~n areas facing the school? 
Are staff meet i ngs conducted requ1 ar1y? 

• 	 How many presentations has the administrator made to 
parents, staff, students or cOlllllunity organizations 
for fund raising activities? 
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• 	 How many presentation or meetings has the 
administrator conducted to get parents and other 
professional individuals in the community to 
participate in solving school related problems? How 
successful were these presentation efforts in 
i rnprovi ng or rna inta ining community part ici pa t ion? 

• 	 How many presentations has the administrator made or 
participated in at various professional meetings? 

Based on these and other similar questions to which you have documented 
dnswers, identify the level of performance of th~ administrator on this KSA 
scale only by checking the appropriate circle below. 

O· 	 5 SUPERIOR 

0 	 4 OUTSTANDING 

0 	 3 EXPECTED 

0 	 2 BE LOW STANDARD 

' 0 1 BELOW MINIMUM 

Public Relations And Interpersonal Skills 

Th 'i~ scale measures how well the administrator applies her/his interpersonal 
~kills in solving job related g~~~l e~m~s~rob ~ .~~~~~~~~~~~~~~~~~~~~~~ 



As an aid in assessing the administrater's perfonnance in applying thi6}SA, 
do~~ent and review the answers to questions similar to the following: 

• 	 How effective is the administrator in getting the 
support of parents, community groups and professionals 
in solving school related problems by visiting the 
parents and/or meeting with cOITl11unity groups and 
professionals? 

• 	 How well informed are parents and students about 
school activities? 

• 	 To what extent is there participation of staff members 
in school programs and activities? 

• 	 To what extent are staff members willing to support 
the plans, programs, technology and procedures offered 
by the administrator to ' educate students and solve 
prob lems1 

Based on these and other similar questions to which you have documented 
dnswers, identify the level of perfonnance of the administrator on this KSA 
scale onl.Y by checking the appropriate circle below. 

o 	 5 SUPERIOR 

o 	 4 OUTSTANOI NG 

o 	 3 EXPECTED 

o 	 2 BE LOW STANOAR 0 

o BE LOW MINIMUM 
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Overall Bmployee Effectiveness 

This final scale measures the overall effectiveness of the administrator in 
dccomp"1 ishing his/her job assignments. 

As an aid in assessing the administrater's performance in applying this KSA. 
document and review the answers to the following question: 

• 	 All things considered, including unexpected 

constraints, to what extent has the administrator 

compl eted hi s/her planned object ives? 


Based on this question to which you have documented answers, identify the 
level of performance of the administr"ator on this overall job performance 
scale by checking the appropriate circle below. 

o 	 5 SUPERIOR 

o ' 4 OUTSTANDING 

o 	 3 EXPECTED 

o 	 2 BE LOW STAN OM D 

o BELOW MINIMUM 

NOTE: The overall rating is NOT to be used as the final rating or included in. 
the calculation of the final rating. This rating is for research 
purposes only and should not be set equal to the fin~l rating when 
the resu lts turn out to be different. 

~~~.-*-* * *-* * * *-* * * * * * * * * * * * * * * * * * * * 



CALCULATION OF FINAL RATING 

Place the rating given on each KSA scale in the designated box, multiply. by 
tt't~ \'Ieiyht. add the weighted ratings, divide the total by 20 and round fhe 
r'e 'iults to afl integer. 

KSA 	 Rating We ight Product 

l. 	knowledge of educational procedures, 
documents and policies / 7 X 6 = 

2. 	Management and Leadershi p Sk ills 
I 7 X 5 = 

3. 	 Data Gathering, Data Organization and 
Pro b Iem So 1vi ng Sk i,ll s / 7 X 4 = 

4. 	Presentation Skills 
/ 7 X 2.5 = 

5. Public Reiations and Interpersona 1 Skills 
;::/ 	 7 X 2.5 

Tota 1 = 

Total divided 20 equals the final rating: 	 Fina 1 = 
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The interpretation of the Final rating is: 

5 = SUPERIOR 

4 OUTSTI\NDING 


.'

., 

= EXPECTED 


2 = BE LOW ST ANDJ\R 0 


BE LOW MI NIMUM 


Si (,, :\ t u rp S : 

Ap pra i see
I\p pr il i ser 

END OF REPORT 

PSASA GENERAL MEMBERSHIP MEETINGS 

PSASA has had a number of meetings dealing with issues of importance to the 
membership and all of Unit II. We have had discussions about site budgeting, pension, 
promotional policy, principals' evaluation and salary negotiations. Attendance has 
been low. Please make an effort to attend forthcoming meetings. We need your INPUT. 

COMMUNICATIONS FROM PSASA 

We will soon have labels for NEWSLETTERS and other items. In the interim, 
if you do not receive a NEWSLETTER, call PSASA 243-4310 and ask for one. Don't 
fume - phonel 

CONCERNS ABOUT POLYTECHNIC 

Below is a copy of letter dated May 11, 1984 from Jim Addy to Thomas LoFaro, 
Assistant Superintendent, Department of Human Resources and Labor Relations: 



When the one hundred year old Polytechnic Institute was made an independent schoo 
within the Baltimore City School System, we were told that the school would be subject 
to the rules and regulations of the Board of School Commissioners. PSASA sees a 
minor departure from this governance. 

Why was the position of Principal/Director advertised in the public press prior tn 
being distributed among the staff in the usual circular manner? It is our position 
that this is an unfair practice and serves to further demoralize the staff. Please 
be advised that PSASA will monitor the interview and selection process for the 
position of Principal/Director very carefully. 

Some of our other concerns about Polytechnic and its Board of Overseers will be 
brought to the attention of the Superintendent at our meeting on May 14, 1984. 

SUPERINTENDENT PINDERHUGHES MEETING - May 14, 1984 

1. PSASA presented concerns about the Board of Overseers to Superintendent Pinderhughes 
and asked about the selection process for Principal/Director. The Principal/Director 
will select "the Deans. All administrative staff must reapply for the new job 
designations. 

2. 	 Supervisory model is ~ finalized. 

3. 	 Elementary specialist model will ~ be changed. 

4. 	 There will be no R.I.F. if attrition occurs as expected (retirements & resignations.) 

5. 	 Asbestos will be removed from the schools during the summer. 

6. 	 Baltimore City spends more money on DEC children than any other subdivision. 
Services provided may be to some children who really do not belong in DEC 
categories. 
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Page Ten 

PSASA JUNE NIGHT 

PSASA will hold JUNE NIGHT on Sunday, June 3, 1984 at the World Trade 
Center, Constellation Room - 21st Floor. There will be hot and cold hors d'oeuvres, 
assorted vegetables and dips, cheese and fruit table, steamship roast beef, 
dessert, OPEN BAR, and live music. Limited reservations. Price: $12.50 per 
person. Send your check today to PSASA. Come join us for a fun filled evening. 

LAST BUT NOT LEAST - JOIN PSASA 

DUES DEDUCTION AUTHORIZATION 

Public School Administrators and Supervisors Association of 
Baltimore City , 

Dr. 
Mr. School No. 
Mrs. 
Miss __________ ___ S.S. No. 

To: Central Payroll Division - City of Baltimore Dept. 162. 

I hereby authorize the Central Payroll Division to deduct from my 
earnings in 21 equal amounts the sum necessary for payment of dues now in 
effect (or such revised amount as may hereafter be approved in accordance 
with its constitution) for the Public School Administrators and Supervisors 
Association of Baltimore City, and remit same to the organization. I reserve 
the right to revoke this authorization for continuing membership by written 
notice to the PSASA Treasurer by August 30 of any school year. 

(Bi-weekly amount $5.95) 

Signed _____________ Date ___ _______ 

Address Zip 



• 	 To what extent is the principal aware of emerging or 
potential problem areas and possible cause and effect 
relations (for long-range planning purposes)? 

Based on these and 0 ther s imil ar questions to whi ch you have documented 
dllswers, identify the level of performance of the administrator on this KSA 
scale only by checking the appropriate circle below. 

0 	 5 SUPERIOR 

OUTSTANDING0 	 4 

0 ') 
.J EXPECTED 

0 	 2 BELOW STANDMD 

0 BELOW MINIMUM 

Presentation Skills 

This 	scale measures how well the administrator applies her/his presentation 
':.ki"lls in completing assignments and solving job related problems. 

As an aid in assessing the administrater's performance in applying this¥KSA. 
document and revi ew the answers to quest ions similar to the to 1I0wing: 

• 	 Are the subordinates fully aware of the goals and 
objectives dnd key problem areas facing the schooB 
Are staff meetings conducted requ1arly? 

• 	 How many presentations has the administrator made to 
parents, staff. students or cOlllllunity organizations 
for fund raising activities? 
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THANKS TO THE HEMBERSHIP 

The Executive Committee of PSASA thanks . the membership for its patient 
support during a period of difficult and of times grueling negotiations. We have 
been successful in reaching an agreement on a salary package that will provide 
a minimum increase of 4% to a maximum of 12%, depending upon placement on the 
salary grirl. For the second year, there will be ~ salary increase of 6% minimum 
to a maximum of 12%. The pay scale is retroactive to the first pay period in 
July, 1984. 

The assessment document for principals and assistant principals will be 
the performance appraisal instrument developed under the sponsorship of PSASA by 
Dr. Earnest James, Industrial Psychologist for the State of Maryland. The Board 
of School Commissioners approved the instrument on August 23, 1984. All other 
members of Unit II will be evaluated under existing evaluation procedures. 

The October N~vSLETTER will contain specific information about salaries 
and benefits. Please attend the meeting at POLY on September 25, 1984 at 5:00 pm 
for purposes of ratifying the agreement. 

The delay in settling with the City was the result of three problems. 
(1) Evaluation Procedures for the Contract years. (2) Unit placement of ten 
month elementary Educational Specialists. (3) Reduction in Force. 

TEN MONTH ELEMENTARY EDUCATIONAL SPECIALISTS 

As you know, the ten month elementary Educational -Specialists were 
removed from Unit II (PSASA) and placed in Unit I (BTU) by the Superintendent. 
The removal was approved by the Board of School Commissioners. 

Following is a letter from Dr. Baden, President of PSASA, to each of 
the ten month specialists. dated September 11, 1984: 
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Dear Colleague: 

Several weeks ago you were notified by the Superintendent of 
Public Instruction of your transfer from Unit II, Elementary 
Specialist, ten months to Unit I, Support Teacher. As you may 
recall, PSASA addressed the Board of School Commissioners and the 
Superintendent about this issue. Next, we asked that you indicate 
by ballot your preference for BTU or PSASA to act as your repre
sentative. The results of the ballot indicated the majority of 
specialists wanted to be represented by BTU. 

As a result, PSASA will take no administrative or legal 
steps to return ten-month specialists to Unit II. 

Many thanks to those of you who were members of PSASA for 
your past support. Best wishes for a most successful ~chool 
year. 

Sincerely, 

/ /) /J ~ ~uIl-ic/ ~ttvU~ c-~J. k}t 

Delores F. Baden, 
President 

PUBLIC SCHOOL ADMINISTRATORS AND SUPERVISORS ASSOCIA TlON OF BALTIMORE CITY 
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RIF 

PSASA is pursuing the individual grievances submitted by those 
people whose job classifications were affected by the so-called reduction in 
force. Hearings for individual grievances are now being scheduled. We will 
keep the membership posted. 

OCTOBER EVENT 

PSASA has scheduled its Annual Fall Conference on October 25th to be 
held at Walbrook Senior High School. Jonathan Edges will again cater the 
affair. However, the School Board may change the dates of the Baltimore City 
Staff Conferences to coincide with the dates of the MSTA conference, which 
are October 18 and 19th. If that occurs, PSASA will hold its Fall Conference 
on October 18th. We will keep you posted via a special communication. 

LEVEL II AND UNIT II 

Unit II members are not Level II. We are Levels IV, V, VI. Level II 
are Assistant Superintendents. 

GRIEVANCES 

PSASA has won ~ grievance. The Directorship at Polytechnic was re
advertised with the salary stated to be the PSASA negotiated salary as compensa
tion for the position. 

Please remember that if you have a complaint against the Baltimore 
City School System's administration of its policies and procedures, PSASA will 
assist you. Often, individuals do nothing. To do nothing is not an · answer 
for your problems. 

You pay for legal counsel. Use it! Call us at 243-4310. 

MONTHLY MEETING WITH MRS. PINDERHUGHES 

PSASA's Executive Board meets monthly with the Superintendent. Please 
let Jim Addy know of any problem or issue you want discussed for resolution. 

COMING EVENTS 

1. October Annual Fall Conference 

2. Representative Assembly Meetings 

3. General Membership Meetings in NOVEMBER, JANUARY, MARCH, MAY 
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COMMITTEE TO STUDY THE SECONDARY SUPERVISORY 

~ 

INSTRUCTIONAL MODEL 

Co-Chairs 

Gloria A. Pegram, Principal 
Fallstaff Middle School 

Ernest Thayil, Principal 
Eastern High School 
'/4)(\c:t ~ \ee:. tl G\ V-,

Members 

Charles L. Allen Jacqueline Gundy 

,Coordinator of English Head of Science Department 

Division of Secondary Education Northern Parkway Junio~ High 


Robert Anderson Edgar Horsey 

Head of Science Department Representative 

Hamilton Junior High Baltimore Teachers' Union 


Samuel R. Billups Wilmer L. Jones (Retired) 
Principal , Coordinator of Mathematics 
Walbrook Hig~ School Division of Secondary Education 

Jane Birckhead John Mohamed 

Coordinator of Instructional Principal 


Services Southeast Middle School 

Division of Exceptional 


Children Sabine Oishi 

Parent 


Alice H. Black Fallstaff Middle School 

Principal 

Pimlico Junior High Gordon Schmidt 


Head of Industrial Arts 

Reba Bullock Department 

Educational Specialist Chinquapin Middle School 

Office of Health 


Eva Scott 

Faith Dean Head of Physical Education 

Coordinator of Horne Economics Department 

Vocational Education Division Western High School 


Thomas DeLaine Freeda Thompson 
Coordinator of Music Coordinator of Business Education 
Division of Secondary Education Vocational Education Division 

Ann L. France Sandra L. Wighton 

Principal' Principal 

Mt. Royal Elementary/Middle School Western High School 


Calvin Glover Sedonia Williamson 

Educational Specialist Teache r of Social Studies 

Office of Foreign Languages Douglass High School 


Paul Gorman Anne Wilson 
Acting Personnel 'Manager Head of Horne Economics Department 
Division of Human Resources Walbrook High School 



I. THE CHARGE 


As stated in the May 16, 1983 memo from Dr . Virginia Roeder, 

Deputy Superintendent of Instruction, to the members of the 

Committee to' Study the Secondary Supervisory Model, the charges 

of the committee were to: 


1. 	 review and evaluate the present model for the supervision 
of instruction in the middle/junior high and senior high 
schools. 

2. 	 explore alternative models for the delivery of supervisory 
services for these levels. 

3. 	 recommend within present available resources a secondary 
supervisory instr~ct~onal model for all subjects in all 
schools for the 1984-85 school year. If the present model 
is to be changed, recommendations for implementation of 
the changes, ~ncludin2 a tim~ line, should accompany the 
model. 

In addr~ssing the charge, · the committee included the following 
components of a secondary supervisory instructional model as well 
as other topics which were an outgrowth of investigation and 
discussion: 

• 	 Curriculum development 
• 	 Curriculum implementation 
• 	 Improvement of teach~ng strategies 
• 	 Program monitoring 
• In-service staff development 
· Program evaluation 
• 	 Teacher supervision 

Teacher evaluation 
Resource assistance to teachers 

• 	 Coordination of subject-related projects, 
at school, regional and citywide levels 

In addition to topics which the committee addressed as a 
committee-of-the-whole, three subcommittees made recommendations in 
response to specific charges to: 

provide criteria to determine the level of supervision a 
school would get based on need 

redefine the present model by levels of supervisory responsi
bility in order ~o get maximum service out of existing 
positions 

- define ways in which teachers' abilities and skill& can be 
utilized, their responsibility for their own professional 
development, and the support services that should be availa
ble to teachers. 

The 	 following sections of the report describe the steps the 
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committee took in addressing the charge, the conclusions drawn 

from their investigation, and the recommendations of the total 

committee. Each recommendation is supported by an accompanying 

rationale. 


II. STEPS IN ADDRESSING THE CHARGE 

In order to address the first two charges, the ~ummittee embarked 
on an investigation, study, and analysis of the current secondary 
supervisory models in the Division of Secondary Education, the 
Division for Exceptional Children, and the Vocational Education 
Division. The committee also studied models in use in other school 
districts. 

The actions involved in the study included: 

- compilation of a school-by-school discipline-by-discipline 
allotment of department heads and teachers 

- review of the selection process of department heads 

- study of the duties of department heads 

- investigation of the duties actually performed by department 
heads 

discussion oOf the . inequities in teach i ng loads of department 
heads 

- consideration of the quasi-administrative functions of 
department heads 

- study of the ratio of teachers to educat~onal specialists 

disc~ssion of the amount and quality of supervision in 
schools and disciplines without department heads 

- consideration of the needs of schools which periodically 
necessitate additional support because of numbers of new and/ 
or weak teachers, student performance on standardized and 
proficiency tests, and programmatic changes 

- disocussion of the effects· of weak departOment heads on student 
achievement, program integrity, and teacher performance 

discussion of the inflexibility of the c~rrent supervisory 
structure 

- study of supervisory models in other school systems 

- application of other systems' supervisory models to the 
Baltimore City Public Schools 
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- determination of the level of supervision schools should 
receive based on need 

Following the collection of data and analysis of the informa
tion, the committee drew several conclusions regarding the extent 
and quality of supervision currently in practice. 

III. CONCLUSIONS FROM STUDY AND INVBSTIGATION 

As a result of the study of the present model of supervision 
in the secondary schools, the committee identified the following 
conclusions about the scope, quality, and availability of supervisory 
services to the schools: 

- Effective supervision begins and ultimately rests with the 
building principal. 

Although the experience level of the staff has increased, 
the need for supervision remains great. 

The system needs to provide supervision at both the school 
and central office levels. 

Effective supervision involves more than just the observa
tion process. 

The current model of supervisory servir.e is inconsistent 
from discipline to discipline. 

The present supervisory model is inflexible in that there is 
no way to respond to ~anticipated needs as they occur. 

- Many s~ools and/or departments (e.g., s~all schools, elec
tive departments) receive. no on-site supervisory service. 
This situation is likely to increase because of declining 
enrollment and rise of middle schools. 

- There are many inequities in the ratio of teachers to 
educational specialists • 

. 
- Many inequities exist in the teaching loads and administra

tive. responsibilities assigned to department heads. 

- Insufficient supervision results in negative effects on 
student achievement, department me raj ~, course integri ty, 
and the professional growth of staff. 

- Department heads are often torn between administrative and 
supervisory responsibil i ties. 

- Some department heads are being paid a differential although 
the size of their departments does not justify it. 
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IV. RECOMMENDATIONS 

1. The position of department head should r e main in the 
secondary supervisory model. (See Appendix A for job 
description. ) 

2. The primary ·functions of department head should be the 
provision of the following supervisory services: 

• Supervising/assisting. teachers 
• Referring tea~hers to appropriate resources 
• Monitoring the curriculum 
• Teaching demonstration lessons 
• Providing knowledgeable guidance in the 

ordering of instructional mate~ials and 
equipment 

• Serving as the primary link between the 
school and the secondary instructional 
division·s 

Rationale: 

It is vital that every school have the appropriate supervisory 
support and guidance to ins~re curricular continuity, course 
integrity, and effective methodology. The subject area department 
head is the on-site staff member who can best provide these services. 

Although department heads also perform certain adminif.trative 
functions assigned by the principals, the ·preeminent task of the 
department head is supervision. That is their primary reason for 
existence. They are .not to be relegated to disciplinary duties, 
book dispensers, and quasi-administrators at the expense of the 
provision of supervisory assistance and direction. 

3. 	 Departments meriting a department head should contain 
five or more staff members in a given subject area. 

Exception: 	 Physical education department heads who 
are also athletic directors should be 
allowed to adhere to the current model 
of.four department members. 

Rationale: 

Following examination of the current practice of assig~ing a 
department head to a department of four, the committee de~ermined 
that such a practice was an insuffici ent use of human resources to 
justify a released schedule. Additionally, having a department 
head with only one period a day in which to provide the neceasary 
supervisory services is inadequate. 
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4. 	 All other groups of subject area teachers (departments 
with four or fewer members) should be served by an 
itinerant department head. Itinerant department heads 
should serve 15-20 teachers in the same subject area in 
several schools. 

Such heads should be classified as Unit I staff and be 
paid on the actual step with a stipend for ~epartment 
head responsibility. Mileage reimbursement for 
necessary travel between schools should be kept to a 
minimum by scheduling full-day service to each school 
as often as possible. 

Rationale: 

Every school needs the support of an on-site supervisory staff 
member whose primary responsibility is the improvement of instruc
tion. Because it is not practical to assign a full-time depart
ment head to" small schools and departments, an itinerant should be 
identified to service several schools. Depending on the size of 
each department in the supe~visory load, the department head should 
spend a full day at each site on a regular, rotaling basis so that 
each school benefits from the services. 

Such itinerant department heads should conduct department 
meetings, attend meetings of citywide department heads, observe 
teachers, teach demonstration lessons, and perform the same duties 
assigned to school-based department heads. 

5. 	 School-based department heads should teach no fewer 
than one class per day and no more than three. Jf 
the majority of the department is prob.ationary/ 
provisional and/or rated less than GOOD on the most 
re.:::ent evaluation, the h"ead should teach only one 
class per day. 

Rationale: 

Since the primary function of the department heads is to 
.provide supervisory services to teachers, they must have the time 
to do so. In situations where several members of the department 
are new or less than GOOD, department heads need additional time 
to work with such teachers. 
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6. 	 a. The principal should be the evaluator of school
based departmeat heads with input from the 
coordinators. 

b. 	 The payroll principal should be the evaluat,or ' 
of itinerant department heads with input from 
other involved principals and the coordinators. 

c •. 	Coordinators should indicate through a check
list or similar instrument their assessment of 
the performance of department heads. 

d. 	 The Superintendent should appoint a committee 
to create the instrument through which coordina
tors may indicate their assessment of the 
performance of the department heads. 

Rationale: . 
Because department heads are the primary link between the 

secondary instructional divisions and the schools, coordinators 
should have some means of making recommendations to the principals 
regarding their perceptions of the heads' performance of the 
supervisory functions'. While the principal should continue to be 
the staff member to 'evaluate the department heads, coordinators 
should indicate through a ' checklist or similar instrument their 
assessment 0' the performance of the department heads. , This instru
ment should be filed along with the forma~ evaluation, and 
regional superintendents should review both documents. 

7. Regional superintendents should enforc~ the correct 
utili~ation of department heads. 

--------------------------------~----------------------------------~ 
Rationale: 

Regional superintendents have the responsibility to insure 
the correct teaching load of department heads, to monitor the 
proper assignment of administrative and supervisory duties, and to 
analyze an evaluation which reflects the perceptions of both the 
principal and the coordinator. 
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8. 	 The position of educational specialist should be 
maintained, and such staff members should be availa
ble in schools for four days per week. One day 
should be set aside for central or regional meetings, 
and any other meetings should be scheduled after 
school hours. (See Appendix B for job descript~on.) 

9. 	 The primary funct,ions of the educational specialist 
should be the provision of the following services : 

• 	 Producing appropriate curriculum materials 
· 	 Monitoring implementat i on of curriculum on 

a systemwide bas i s 
• 	 Providing staff development for teachers 

and department heads 
• 	 Providing instructional and supervisory 

support for department heads and 
teachers 
Reviewing, evaluating, and selecting 
appropriate print and non-print materials 

Rationale: 

In order to provide the necessary services, educational special
ists need to be in the schools. Their meetings should be kept to a 
minimum and should be held largely after instructional hours, with 
the exception of the one-day-a-week meeting fo r staff development, 
curriculum update, and program planning. 

10. 	 Educational specialists should be assigned to the 
subject area offices ,in proportion to the number 
of teachers and department heads at a ratio of 
approximately 75 to 1. Because of the amount of 
standardized and school-system testing in the areas 
of English, mathematics, and reading, an addition
al specialist should be assigned to each. Other 
subject areas may appeal for an additional 
specialist on the basis of perceived need because 
of special programs or assignments. 

# of Teachers/Heads # of Specialists 

1 - 75 	 1 
90 - 150 2 

165 - 225 3 
240 - 300 4 
315 - 3 75 5 
390 - 450 6 
465 - 525 7 
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Rationale': 

The current inequities in the number of educational special
ists assigned to each discipline can be corrected only by establish
ing a standard baseline for all subject areas. The above model, 
when seen in relation to the assignment of school-based and 
itinerant department heads, provides an excellent supervisory model 
in relation to the numbers of teachers and schools to be serviced. 

In addition to the baselin~ assignment, providing for 
additional staff in special relation to additional assignment, 
such as the testing program, will allow flexibility and support 
based on need. 

11. 

12. 

The position of coordinator should be maintained, 
and such staff members should spend one full day 
each week in schools. One day should be set 
aside for central or regional meetings, and any 
o~her meetings should be scheduled after school 
hours. (See Appendix C for job description.) 

The primary functions of the coordinator should 
be the provision of the following services: 

• Providing supervisory support for 
principals, educational specialists, and 
department heads 
Monitoring progra~s through on-going 
assessment 

· AssistiRg j .Q identification and deploy
ment of staff 

· Coordinating all aspects of instruction 
relativ~ to s~ate and local testing 
programs 

. • Keeping teachers, department heads, and 
educational specialists abreast of current 
research and trends 

• Maintaining liaison with 'other school 
systems, Maryland State Department of 
Education, and institutions of higher 
learning 

Rationale: 

Coordin~tors must be continually aware of the needs and 
strengths of teachers, depart~~nt heads, and educational special
ists. They need also to be available to principals for review 
of programs and schools needs. Only through consistent, on-going 
presence in the schools can these needs be met. 
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Simultaneously, coordinators must be completely aware of what 
is going on in the discipline at the local, state, and national 
levels. They must be entirely familiar with the programs in 
institutions of higher learning, the findings in current and past 
research, .and availability of curricular and commercial instruc
tional material. 

13. 	 Prior to the beginning of each school year, schools 
with special needs should be identified to receive 
additional supervisory help. Any school meeting one 
or more of the following criteria should receive 
concentrated supervision in the form of assigned 
department heads and on-site assistance from the 
secondary instructional divisions: 

a. 	 50% or more of its students scoring lower 
than 60% on proficiency and/or required 
state tests 

b. 	 junior high schools in the transition 
process of becoming middle schools 

c. 	 schools charged with implementing a new 
program, i.e., in need of staff develop
m~nt or monitoring 

Rationale: 

Periodically, schools develop special needS for a variety of 
reasons. The current supervisory structure is incapable of provi
ding for those needs ' because of its rigidity. However, in the 
supervisory model proposed here, it will be possible to compensate 
for the concentration of services in a given sc~ool through the 
~ssignment pf ~ducational specialists and i t inerant department 
heads by the regional superintendents with the assistance of the 
coordinators. 

A related, though diff~rent, need is the effect of vacancies 
and/or extended teacher absence on the department head and the 
students in such classes. Because department heads must assume a 
major responsibility for the integrity of the instructional program 
of students in these classes, the model should address these needs 
as they occur. 

14. 	 Department heads, educational specialists, and 
coordinators should ;nvolve classroom teachers 
and make use of their talents and experience in 
planning and implementing programs, demonstrations, 
staff development, and curriculum development. 
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Rationale: 

Recognizing that staff members at all levels have talents, 
abilities, knowledge, and skills which can be shared with others 
and that many staff members are eager to share those ideas, . the 
oomnUttee urges that those responsible for the staff development 
and supervision of teachers make use of such staff members. 

Teachers should be ~~couraged to assist in the on-going staff 
development of all professionals by: 

- participating in inter/intra" school visitations to demon
strate skill competencies 

- serving as system consultants on a voluntary basis 

- provlding presentations, demonstrations, and appraisals of 
materials 

- participating in the development of proposals for 
Maryland State Department-approved inservice courses 

- developing prototype team teaching models 

assisting teachers when the department head is out of the 
building for extended periods " 

- participating in activities initiated by institutions of 
higher learning 

- serving as paId curriculum writers 

15. 	 Teachers should be r~quired to take advantage of 
a variety of support services and should be kept 
informed of the availab.ili ty of such services. 

Rationale: 

Too often teachers are unaware of the myriad sources of 
support available to them. Principals, coordinators, and education
al specialists should insure that teachers and department heads 
have access to information about opportunities such as the follow
ing: 

- the Staff Ne~sl€ f .ter, particularly the issue listing 
inservice courses, which should be rei~stituted as a flyer 
for all teachers rather than a circular which many never 
see 
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- services offered to teachers through national organizations 
such as the National Institutes of Health, National 
Diffusion Network, National Council for the Social Studies, 
and other subject area organizations 

- staff development training available for teachers selec
ted to work with student teachers 

- current information relevant to teacher growth and develop
ment through catalogues, circulars, newsletters, flyers, 
etc. 

- courses, programs, and opportunities available through 
loc~l and state institutions of higher learning 

16. 	 The Office of Staff Development in cooperation with 
the secondary instructional divisions should provide 
annually a staff development opportunity in leader
ship training for all staff members interested in 
becoming department heads, educational specialists, 
and coordinators. 

Such training should be included in consideration of 
those applying for ' promotion to such positions. 

17. 	 Current department heads, educational specialists, 
and coordinators should receive similar annual 
training in effective management and leadership 
skills. 

Rationale: 

It is the respon~ibi1ity of the school system to insure that 
the opportunity ,exists to get continuous trainin'g in the skills 
and experiences ' needed for successful performance. 

It is the responsibility of individual staff members to take 
advantage of ~hese opportunities. The pursuit of such training 
should be considered in the recommendation of staff members to 
positions of wider supervisory responsibility. 

18. 	 The Superintendent s,hould appoint a special 
committee to investigate the current procedures 
for pl?nning, production, printing, dissemina
tioH, and monitoring of curriculum guides and 
make recommendations as they relate to the pro
posed secondary supervisory model. 
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Rationale: 

A structured on-going plan for the development and implementa
tion of curriculum is vital to the provision of a consistent, 

,articulated ~nstructional program across the years and . from school 
to school. Because of the everpresent need for updating, streng
thening, and revising curriculum guides, the topic should be 
addressed by a group specifically charged to make recommendations 
for the production, of curriculum. 

Such a committee should consider the funding of both the 
creation, printing, and dissemination of the curriculum and include, 
but not be limited to, staff members from the secondary instruc
tional divisions, Office of Public Information and Communication, 
Planning Office, and Business Office. 

! 
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v. SUMMARY STATEMENT 

Improving student achievement quantitatively and qualita
tively is the goal of all staff in the Baltimore City Public School 
system. The members of the committee view regular and consistent 
supervision of instruction a vital key to improved student achieve
ment. Each recommendation made in this report was based upon 
research, discussion and careful deliberation. The committee 
members are well aware of the financial and organizational i~pact 
of the recommendations made. However, the committee members are 
also unanimously agreed that effective monitoring and supervision 
of instruction are so cruc~al to improved student achievement that 
attention to this area warrants the higpest priority. 

VI. FINANCIAL IMPLICATIONS 

(See pages 14 and 15) 
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PRELIMINARY COSTING OF SECONDARY SUPERVISORY INSTRUCTIONAL MODEL 

Column Column Column Column Total Add. Cost At Less Diff. 
A * B * C * D * Dept. Heads :1:25, 000 @ $1,500 Net Cost . 

English 6 42 2 1 3 $ 75,000 $ 9,000 $ 66, 000 
Social Studies 1 39 2 1 3 '75,000 1,500 73,500 
Science 3 43 2 2 50,000 4,500 45,500 
Mathematics 4 49 3 3 75,000 6,000 69,000 
Foreign Language 5 89 4 1 5 125,000 7,500 117,500 
Art 2 76 4 4 100, 000 3,000 97,000 
Music 10 62 3 ·3 75,000 15,000 60,000 
Physical Education 61 3 3 75,000 75,000 
Business Education 2 SO 3 3 75,000 3,000 72,000 
Industrial Arts 10 66 3 3 75,000 15,0.00 60, 000 
Trades 5 16 1 1 25,000 7,500 17,500 
Home Economics 6 82 4 1 5 125,000 9,000 116,000 
Gu i dance 13 III 5 5 125,000 19,500 105,500 

$1,075,000 $100,500 $974,500TOTALS 67 786 39 4 43 
(13 positions) 

~ 
rl 

* 	Column A - Number of current Department Heads to return to teaching because the number of staff including 
Department Heads is four or less . 

* 	Column B - Number of teachers in school with no assigned Department Head or with Department Head of 
Column A removed (not including Column A count). 

* Column C -	 Number of Department Heads needed at 1/20 ratio using Column. B count. 

* Column D -	 Number of Department Heads need~d to be assigned to schools where count is 5 or more • 
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·ur Ele~ntary Supervisory Model 

. ~ <--
PI)II : January llt 1984

() Hr•. Vondalta! Clark 
Assistant Superintendent 
S~~ond&ry ~Jucat1on 

I recently met with Hrs. Louisa Villaret to get an understanding 
of the ElelOOntary Supervhory Model for the purpose of bein~ ablt! to 
mealOure tht! COlit of thill model. Below is a summary which reflects 
thia co.ting. A. you can iee, 1n addition to the general model th.:re 
are some dollars spent in the form of special support to carry boch 
senior teachers and teacher coordinators. 

I 	 trust thi. informatIon will be useful to you and your group. 

cc: 	 Mrs. Louisa Villaret 

ELEMENTARY SUP~RVISORY MOOEL1 

Celler.l Model 

General Fund $1.8 million .. 
Special Fun} .5 

$2.3 	mUli'on 

SEecial, Support 

General Fund $ .6 million 
3

Special Fund 1.2 
$1.8 million 

1 	Includes salar1es only - based upon average of actual Educational 
Spec1a11it aMII1gned to elementary level 

2 	 Chapter I - Education,..l Specialists 

3 	 Chapter It EEEP - Sen10r Teachers and Teacher Coordinators 

cc: 	 Mrs. Pegram 

Mr. Thayil 
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APPENDiX A 

JOB 	 DESCRIPTION - DEPARTMENT HEAD 

Under the direction and supervision of the buildi ng princi
pales), the department head will provide l e adership in the organiza
tion, administration and supervisio n of the assigne d program in one 
(1) 	 or more schools. 

Duties 

1. 	 Works effectively with the principal, program coordinator, educa
tional specialist, other department heads, parents, and students 
to develop schoolwide instructional activities. 

2. 	 Works cooperatively with staff and supervi sory personnel in the 
development and use of instruct i onal trends, techniques, and 
curriculum materials. 

3. 	 Conducts needs assessment surveys to determine staff development 
needs and to develop a staff development calendar of p l anned 
activities for the school year. 

4. 	 Assists with and participates in the provision of school-based 
staff development activities (i.e., Project BASIC Test Awareness 
Program, Mastery Learning and Career Education). 

5. 	 Assists teachers in lesson and unit p lanning and in monitoring 

the effectiveness of such plannin g. . 


6. 	 Works directly with students and staff through the provision of 
demonstration lessons, and in the development and implementation 
of tutorial programs and coach classes. 

7. 	 Provides direct classroom instruction to students as determined 
by the level of the Department Head's posit~on. 

8. 	 Visits classrooms, works with teachers and brings to their 

attention special resources, possible f i eld trips, appropriate 

audio-visual aids, teaching techniques and changing trends in 

the programmatic area. . 


9. 	 Acts as a resource person to teachers in h i s/her department as 

a source of ass i stance to i ndividual students. 


10. 	 Manages and keeps appropriate records for department affairs 
such as inventorying materi als, ordering and distributing 
materials, equipment, and supplies. 

/ 

11. 	 Orients and assists substitute teachers in daily operational 
procedures. 

16 
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APPENDIX A (continued)
• 

12. 	 Ensures that all reports, records and files required for 
documenting assistance provided to students and staff are kept 
in good order. 

13. 	 Assists in the administration of the citywide testing program 
and the state competency-based testing program. 

14. 	 Maintains effective liaison with the Instructional Divisions' 
administrative and supervisory staff members in order to 
appropriately facilitate the implementation of new curricula 
materials, to apprise teachers of professional development 
activities, to demonstrate current instructional trends in the 
discipline areas, and to dissiminate local, state and 
federal guidelines affecting program a~eas. 

15. 	 Attends scheduled citywide meetings for department heads and 
other appropriate professional development activities. 

17 
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APPENDIX B• 

JOB DESCRIPTION - EDUCATIONAL SPECIALIST 

Under the direction of the Assistant Superintendent, Instruc
tional Divisions, and through the appropriate coordinator, the 

, Educational Specialist is responsible for improv ing the effective
ness of instruction by providing instructional supervisory services 
and appropriate curriculum resources. 

Duties 

A. 	 Instructional Supervision 

1. 	 Provides instructional support services to principals, 
department heads, and classroom teachers. 

2. 	 Observes informally and participates in the evaluation of 
all ~nstructional staff members within the discipline. 

3. 	 Conducts formal observations gf S91Qgt:~e. st..ff .. peA £QG!H'liit. 
4. 	 Provides assistance to the principal and department heads 

in the development of Instructional Assistance Plans. 

5. 	 Provides opportunities for demonstration lessons. 

6. 	 Plans and conducts professional activj.t'ies systemwide 
(schools, regions) related to the discipline. 

7. 	 Suggests strategies for helping department heads and 
teachers to grow professionally. 

8. 	 Assi~ts in providing starf development for department heads 
in leadership training and supervising techniques. 

9. 	 Monitors the activities of the itinerant department heads 
and reports such activities to the coordinator. 

10. 	 Advises department heads in the selection and order i ng of 
instructional materials and equipment. 

B. 	 Curriculum Development, Implementation and Monitoring 

1. 	 Assists the coordinator in the development and evaluation 
of curriculum within t he discipline. 

2. 	 Initiates, develops, implements , and monitors effective 
curriculum practices. 

18 
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APPENDIX B (continued) 

3. 	 Reviews, evaluates, and selects appropriate print and 
non-print instructional materials. 

4. 	 Assists the coordinator in program monitoring in assigned 
schools. 

5. 	 Assists the coordinator in preparing proposals for new 
programs. 

6. 	 Assists the coordi nato r in preparing proposals for profes-· 
sional development. 

7. 	 Serves as a member of approp riate educational and professional 
forums and committees and s e eks ways to continue profes
si.onal growth and development. 

8. 	 Serves as resource liaison for special projects and pro
grams. 

9. 	 Informs parents and community of the various instructional 
and curriculum trends and 9hanges. 

1 9 
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APPENDIX C 

• 

JOB DESCRIPTION - COORDINATOR 

Under the direction of the Assistant Superintendent of the 
appropriate Instructional Divisions, the Coordinator provides system
wide leadership in the development of content area curriculum, and 
in the administration, supervision and monitoring of the instruc
tional program appropriate to the content area. 

Duties 

1. 	 Interprets policies and procedures for the content area program. 

2. 	 Provides leadership in program development, implementation, 
rnonitoriRg and evaluation. 

3. 	 Advises principals and staffs in matters relating to the 

content area. 


, 

4. 	 Works cooperatively with Baltimore City Public Schools staff 
in all divisions and other community agencies to develop, 
implement, monitor and evaluate interdisciplinary projects. 

5. 	 Provides leadership and maintains liaison with local, state, 
and national content area offices, programs and ~rganizations. 

6. 	 Prepares lists of recommended textbooks, references, and 
instructional materials for submission to the Board of School 
Commissioners. 

7. 	 Provides on-going staff development experiences for speeialists, 
department heads and teachers in the content area. 

8. 	 Assists in ' writing proposals ·and applicarions for special 

programs in the content area . 


. 9. 	 Provides in-service programs of intensive orientation and staff 
development for new staff members. 

10. 	 Assists in the recruitment and interviewing of applicants for 
positions ·in the content area. 

11. 	 Makes recommendations to the assigning officer for placement 
in educational positions. 

12. 	 Conducts program assessments under the direction of the appro
priate Assistant Superintendent. 

13. 	 Conducts formal observations of staff upon request of principals. 

14. 	 Monitors informal observat i on of staff. 

20 
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APPENDIX C (continued) 

15. 	 Maintains contact with book company representatives and vendors 
of supplies and equipment. 

16. 	 Interacts with the appropriate office of the Maryland State 
Department of Education to participate in the for~ulation of 
statewide philosophy and policy procedures applicable to 
local education agencies. 

17. 	 Attends appropriate meetings at national, state, and local 
levels, relative to the content area. 

18. 	 Develops, implements and IOOnitors appropriate budget in specific 
content areas. 

19. 	 Assists in facility planning with other divisions and/or 
agencies. 

20. 	 Provides leadership and/or participates in systemwide committees 
and task forces. 

21. 	 Provides leadership and/or serves as liaison for advis~ry 
councils. 

22. 	 Evaluates the educational specialists assigned to the content 
area. 

23. 	 Provides leadership for the development, modification, and 
appropriate utilization of curriculum. 

21 
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OATE:o BOARD OF SCHOOL COltWISSIONERS 	 December 18, 1985 

The current oper~tions of our school system which involve 
the direct instructionals uppo~t services provided by support 
teachers, department heads. supervisors. and specialists (edu
cational and divisional) have been reviewed. The following 
set of objectives was :hen identified .to guide the development
of recommendations for implementation July 1. 1986. 

· Focus resources on direct instructional support
(decrease administrative overhead). 

· Retain Elementary Division and Secondary Division 
distinction. 

· Increase accountability for support teachers, de
part~ent heads, supervisors and specialists. 

• 	 lnteirate elementary, secondary, and special
education instructional support services. 

• 	 Improve the quality of teacher assistance services. 
· 	 Increase principal's accessibility to direct in

atructional support. . 
• 	L~it cost and. number. ot positions to current levels. 

PlanDinl discussions have included proposals from Dr. Marchand, 
Dr. Hancock, Mr: . Friedlander, and others. In addition, . the Opera
tional Cabinet naa discussed the issues with me in sp.veral mc~tin.s. 
My coal is to identify, prior to the March 1st budget preparation 
deadline, the supervisory model we will use next year. We have 
narrowed our consideration to 3 models. An overview of each is 
attached for your information. My staff will continue their de
11bera~1Qn• .~nd I will make a recommenda~~on to you oy Feb~ary 1st. 

APG/ja

Attachment 




MODEL A 


fbi. model is the one currently bein~ u~ed. There would 
be DO chan,es in position titles, job descriptions, or resource 
allocations. Th.e quality of the direct instructional support
.ervice. to schools would be improved ~hrough greater pro
ductivity. Revised assi~ents of· the current staff by the 
A.sociate Superintendents and Assistant Superintendent of 
Special Education would be implemented. 

Elementary Division 

Regular Education Soecial Education, 

I. SUBJECT AREA ORIENTATION I. HANDICAPPED ORIENTATION 

A. Supervisory Staff A·. Supervisory Staff 

1.. Supervisors 1. Supervisors
2. · Specialists 2. Specialists 
3. Support Teachers 

Secondary Division 

I. StmJECT AREA ORIENTATION I. ' HANDICAPPED ORIENTATION 

A. Supervisory Staff A. Supervisory Staff 

1. Supervisors 1. Supervisors
2. Specialists 2. Specialists 

B. Principal'. Staff B. Principal's Staff 

1. Department Heads 1. Departme~t Heads 



MODEL B 


Thi. model require. a ~eneralist orientation of the 
personnel assigned. It increases the number of support 
staff reportin~ directly to the principals. The q~ality 
of the direct instructional support services would be 
improved by makin~ more resources school-based. Position 
titles and job descriptions would not be changed. Teacher 

·assistance programs would be school specific and curriculum 
mana~ement functions would remain centrally administered. 

Elementary Division 

Reiular Educa~ion Special Education 

I. G~jERALIST ORIENTATION I. HANDICAPPED ORIENTATION 

A. Supervisory Staff A. Supervisory Staff ' 

1. Supervisors ' 1. Supervisors 
2. Specialists 2. Specialists 

B. Principal's Staff 

1. Support Teachers 

Secondary Division 

I. GENERALIST ORIENTATION I. HANDICAPPED ORIENTATION 

A. Supervisory Staff A. Supervisory Staff 

1. SupervisorR 1. Supervisors
2. Specialists 2. Specialists 

B.· Principal'. Staff B. Principal's Staff 

1. Department Heads 1. Department Heads 



. ' ..MODEL C 

This model redefines the positions or support teacher 
&n.d department head. It increases the number of support 
ataff reporting directly to the principals. By maintaining 
an instructional requiremeht in the job description of 
support teachers and depar~ment heads, a subject area ori
entation can be supported wi~hout additions to the staff. 
The allocation guidelines for schools would be modified to 
provide principals a staff resource specifically assigned · 
to implement teacher assistance programs. 

Elemen~arv Division 

Regular Education Special Education 

I. SUBJECT AREA ORIE4'ITATIO~ I .. HANDICAPPED ORIEYTATIO~ 

A. Supervisory Staff A. Supervisory Staff 

1. Supervisors 1. Supervisors 
2. Specialists 2. Specialis~s 

B. PrinCipal'. Staff B. Principal's Staff 

1. Support Teachers 1. Designee 

Secondary Division 

Intermediate Schools 

I. SUBJECT AREA ORI~~ATION I. HANDICAPPED ORIENTATION 

A. Supervisory Staff A. Supervisory Staff 

1. Supervisors 1. Supervisors 
2. Specialists 2. Specialists 

B. Principal's Staff 8. Principal's Staff 

1. Support Teachers 1. Support Teachers 

Senior High Schoof s 

I. SUBJECT AREA ORIENTATION I. HANDICAPPED ORIENTATIO~ 

A. Supervisory Staff A. Supervisory Staff 

1. Supervisors 1. Supervisors 
2. Specialists 2. Specialists 

B. Principal's Staff B. Principal's Stat: 

1. Department Heads 1. Department Heads 




