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ABSTRACT

In an effort to reward excellence and discourage
mediocrity, an accountability-based salary system has been
implemented for all administrators in the Kalamazoo school systen.
Administrator salaries are adjusted for perforwvance and/or
reclassification reasons. Judgments of performance are based on the
extent to which an administrator achieves meaningful perforaance
objectives and on comprehensive feedback from relevant reference
groups. Reclassification is based on the scope and function of the
position. Evaluation of administrators is coordinated and finally
determined by the superintendent after careful analysis of extgnsive
input from other appropriate administrators who, in turn, utilize
information generated by relevant reference groups. For the 1974-75
school year, salary percentage changes for administrators vary from 0
to nine percent. These percentajes, the basic salary ranges, and
other specifics of the perforrmance evaluation cogponents for
administrators are¢ reviewed and updated periodically. (Appendizes may
reproduce poorly.) (Author/WM)
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Introduction

Evaluation of administrative staff is one component of the compre-
hensive accountability model now operating in the Kalamazoo Public
Schiools., To clarify the rationale for the administrator evaluation
system it 1s necessary to digress momentarily to explain the primary
thrust of the overall accountability modei.

Accountability as practiced in the Kalamazoo Public Schools in-
volves the implementation of sound management concepts in an educational
environuent, In that sense it is a type of “common sense" management
whicih permeates and provides direction for the entire system. Under
this model specific objectives for various programs and practices are
deternined, the extent to which objectives are met is mecasu-ed, and

. this information is used as feedback for making appropriate changes and
recording progress, There are minimum objectives for all students at
all grade levels in all courses as well as objectives relating to aca-
demic cxcellence and career preparaticn, The commitment is made to
mect these objectives at a mintmum level regardless of mitigating circum-
stances., The accountabllity model enables us to maximize student
learning, tec provide school patrons with information regarding the
educational return for their tax dollar, to determine student performance
levels in all arcas, to evaluate the performance of persomnel throughout
the system, and to weigh fiscal considerations against educational bene-
fits as an important criterion in all decision meking.

The appropriate management structure for implementing educational
accountability is vicwed as being analngous with that of a successf{ul
corporaticn. Under this aralogy school taxpayers are to the school sys-

I tem as stockholders are to the corporation, In a like mamner the PBoard

83 of Education serves a function similar to that of a Board of Directors,
the Superintendent has the management and leadership responsibilities
held for the corporation president, and all other school administrators

ag constitute the ranagement team, thereby assuming leadecship responsibili-

S ties in the various units, departments aud Luildings which are supportive
of the system-wide managcment cffort,
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It 1s important to emphasize the above statement "all other school
adninistrators constitute the management team." Mauy school administra-
tor groups throughout this country either have adopted or are considering
adoption of a strong unionistic position. Although in most states any
employee group has the right to organize, Boards of Education must not
allow strong uni-alzation of administrator groups to occur at the local
level. Someone has to represent management and that "someone" has to
be a managenent team consisting of administrative personnel in addition
to the Superintendent. In that regard administrator evaluations must
take into consideration an administrator's contributions to system-wide
management efforts as well as contributions pertaining to unique nceds
of individual buildings or departments. The specific administrator
accountability salary system used to evaluate administrative staff in the
Kalamazoo Public Schools 1is presented in what follows.

Administrator Accountability Salary Svstem

In an cffort to reward excellence and discourage mediocrity an accounta-
bility-based salary system hes been implemented for a3l administrators,
With this system admivistrator salaries are adjusted for either or both
of the following reasouns: (1} performance and (2) reclassification.
Judgments of performance are btased on the extent to which an administra-

S tor achieves meaningful performance objectives and on cemprehensive feed-

back from relevant refercuce groups. Reclassification is based on the
scope and function of (he position.

The administrator accountability svstem is similar to that for the
Superintendent wherein his salary at the end of each year may be adjusted
anywhere from 10 percent upward to 10 percent downward, depending on the
extent to which he is able to mecet spocific performance objectives,

One primary difference is that the evaluation of the Superintendent is
based on the collective judgnent of a seven-member Roard of Education
while the evaluatiou of cther administrators is coordinated and finally
determined by the Superintendent after carceful analysis of extensive
input {rom other apprepriate adninistrators who in turn utilize infor-
mation gunerated by relevant reference groups. Another difference is
that for the 1974~75 school yaar percentage changes for aduinistrators
vary from O to 9 percent rather than from a negative 10 to a positive

10 percent. These percentages, basic salary ranges, and other specifics
of the performance evaluation components for administrators are reviewed
and updated periodically,
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Perforrance Lvaluation Components

In using the Administrator Accountability Salary System to Judge perfor-
mance the Superintendent bases his evaluations on two components:

(1) subgroup ratings and (2) the meeting of pevformance objectives,
Scores on these two factors are merged to determine an administrator's

overall performauce,

The merging 1s such that the total evaluation

based on ratings and performance objectives yields a maximum of 100
points with 50 points for ratings and 50 points for performance objec-
tives as shown in Table 1.

TABLE 1

WEIGHTING FACTORS FOR ADMINISTRATOR

ACCOURTABLILITY SYSTLM

— P

RECOMMENDED

COMPONENTS _MELGHTS
Ratings 50
Yerformance OQbjectives _ 50
Total Points 100

—-—— p—

A sanple of the form used for the position of Senior Uigh School Principal
is shown on the following page in Table 2. The exact proccdures followed
for this position are discussed in the example on page 5. The procedurc
is the same faor all other administrative positions with the exceptlon that
the reference groups providing ratings and the weiphts assigned to those
ratings vary. Relevant reference groups for each administrative pesition
ar2 lsted in Appendix A, fhe dnstrument used for Sources of Ratings is
the Aduinietrator Tuage Questionnaire (ALQ) shown in Appendix B. All
scoring of rating forms and arvithretic computations are perforned by a
computer bascd operation resulting in the type of sunmary information
presented in Table 2. Appropriate administrative persoanel, through
computer terminals, have nearly instantaveous access to this summavy infor-
mation as well as to the wore specific information on which the summary
data are based. Ixawples of dnformation representing specific components
of the overall acministrator performance profile are shown in Appendix C.



TABLE 2

ADMINISTRATOR PERFORMANCE PROYFILE

I

POSITION ~- Senior High School Principal

RATINGS

Column 1 Column 2 Column 3 Column 4 Column 5

Overall
Multiple Average Achieved
Factor Rating Pointsg

Sources of Ratings Assigned Weights (Col,245) AIQ . {Col.4xCol.3)
1. Assistant Superintendent

for Building Adwinictration 15 3.0 4.0 12.0
2. Dircctor of Secondary

Instruction 15 3.0 4.5 13.5
3. Teachers 4 .8 3.5 2.8
4. Other Direclours, Super-

visors and/or Coordinators 5 1.0 4.0 4,0
5. Building Administrative

Staff--Assistent Principals

and Dean of Students b .8 4.0 3.2
6. Resource prople (i.ec.,

Instructional Specialist,

Acadenilue Specialist, Leader

of Student Services, eta.) 4 .8 4,0 3.2

7. Self

w!
olw

o~

o

o

FERFOINANCE OBJECTIVES

Perforimance Oojectives 50
Points Achieved 42.0
TOTAL POLRTS 100 82.8

PERCLENT INCREASE OR DLCREASE OF SALARY
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IExanple
Ratings

a.  The Assigned Veiehts column reflects the maxinum number of
peints allewed for the varieus rating proups. As much as
possible these weights are wmutually acceptable to Loth the
evaluator and the evaluatee, but in all cases 50% of the
overall evaluation is based on Ratings,

b.  The Achfuved Poiuts column is a direct computation based on
reactions ot the various refercence groups as reported on the
Aduinistrator Image Questionnaire (AIQ). Since the AIQ is
based on a 5 point scale each Assigned Weight in the Assigned
Weights column is divided by 5 to determine the Multiple
Factor to be used to calculate the Achicved Points colum.
This Nultiple Factor provides for the proper weighting in
the Achieved Poluts column, Note therefore that the first
two values in the Achieved Points colunn are based on a
Multiple Factor of 3 times the Overall Average Rating from
two Scurces of Ratings. 'The remaining Achieved Points arve
derived by the same procedure being applied to other Sources
of Ratings. The increase or decrease of the Overall Average
Rativg value could be deternined by any multiple greater than
0 depending upen the weight assigned., The degree to which the
Achicved Yoints are meximized for any Source of Rating 1s de-
pendent on the Assigned Weights and Qverall Average Rating.
For instance, in the example the Overall Average Rating by the
Assistant Superintendent rfor Building Administration was
4.0 yielding an Achieved Points value of 12.0 or 3.0 times 4.0,
The Achicved Points gencrated by the Resource People is 3.2
or .8 times 4. ‘The total Achieved Points (40,8) derived from
the ratings component is a summacion of Achieved Points for
each Sourcc of Rating,

Pcrf01.'

e OhJsCLJ“wg

The other component of the adeinistrator accountability model is the
extent to which an administrator neels previously stated perfor-
mance objectives nutually cceoptable to both the administrator and
Imicedinte suparordinate,  Vhile there is significout connonal:t\ of
objectives for a number of adninistrators such as those regardiug
acadwric achicvenmont, elinmivation of discrinination, alternatives

to JL5p~nu:onf aud stalf cvaluation which differentiates, in all
cases adninistrators have cortain nbjuctivus unique to their building
or depavteent.,  lLach admicistrator's cvalualor conducts appropriate
conferences and assecsses velevant daln in deternining the veighted
inportance of objectives and in examining the cxtent to which an
adrinistrater meets stated performauce objectives for each scheol
year. At the building Jevel the Dirvectors of Elementary and Sccon-
dary Instruction cvaluate those perfermance objectives velating
dircetly to instraction and the assistart Supevintendent for

Building Aduintstration evaluates those peorformance objectives ye-
lated to the voninstractions] arcas.  The technigue used In wakiog
this deternivation is basically the sooe as presented above for

Ly
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Ratings. The [ollowing navrative fu conjunction with Table 3 on
page 7 describas the proccdure for determining the extent to which
performance objectives are met by the High Scheol Principal,

a. The Performance Objoctive Number column fs used to list each
performance UbJCLthe that is to be evaluated. For some admin-
istrators there arve as few as five and for other administrative
positions as many as fifteen, Labels for objectives represented
by the various numbers are listed.

b, The Relghted Trportance coluan allows the evaluator to indicate
the relative fmportavee of cach objeetive. As in other cases
the awount ¢f importance for an objective reflects mutual agree-
ment between the evaluator and cvaluatee if at all possible,
Exawples of different velues for Weighted Twportance are shown
in Table 3 wheve academic achievement recveives a Weighted frpor-
tance rating of 10 while ebjectives regarding extra curricular
activitics receive a Veighted Toportance rating of 4.

. In the Pegyee of Accomplishment column a 5 point scale is used
to rellcct the eveluntor's udguont of tlic extent to which an
objective has been mot, As indicated above, conferences are held
with the aduluistrator and evaluator to rutually cxauine data
and assign appropriate velphts aud values, lHowever, the evaluag-

tor makes the final decision veparding the degree of accomplish-
ment fur a particular objectlve,

d.  The value in the Achieved Points column is caleulated by mul-
tiplying the judped actunl Ueyree of Acconplishment for the objec-
tive tdmes the Multiple Yactor, Since the Degree of Accowplish-
ment is based on & 5 point scale cach Weiphted Importance is
divided Ly 5 to deternine the Multiple Factor., This Multiple
Factor provides for the proper weighting in the Achicved Points
column, As an exawmple, Objective #9 has o Multiple ractor of .8
and the Degree of Accomplishment is judged to be 3, so the
Achleved Points cquals 2,4,

e, The totual Achieved Points (42.0) derived for performance cbjec~
tives is o sumnation of the Achieved VYoiuts for cach objective,

Total Poeints

Finally, for the example iu question by adding the two achieved scorves
for the two components 40,8 (1aLLngs) and 42 (pevformance objectives)
the adininistrator receives a total score of 82.8 peoints out of a total
possible of 100,  For purposes of salary adjustment these achieved
pointe for all admintistrators are rauk-orderved (the highest to lowest),
and the “uperiwtondcnt uses these velues and relative rank-orders as
the primary determinants fu making decisions about salary changes.

A salavy chdnge for an administrator not commensurate with these rank-

“orders wust be accompaniecd by strong ratlionale.



TABLE 3

PERFORITARCE ORJECTIVES
EVALUATION FORM

T T e et e s e e e e e A o 5 ot - ————
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POSITION ~~ Senior High School Principal
Colunn 1 Column 2 Colwimn 3 Column 4 Column 5

Perforuance Multiple Achieved

Objectives Weighted Factor Degree of Points
~Nunter Importance {Lol, 2:5) Accomplishinent  (Col,f4x tul,3)

1 4 .8 4 3.2
2 10 2.0 5 10.0
3 10 2.0 4 8.0
4 3 .6 2 1.2

5 2 N S 2.0

7 4 .8 5 4.0
5 4 .8 4 3.2
9 4 .8 3 2.4
10 4 .8 5 4.0

*50 42.0

(More O jectives May Fe Listed As Nended)

e e Bt . oo e <t . o vt e vt e, ot o e

T et s it a2 v = e o i - e

NOTE: Labels for objectives represented by the varioug numbers are listed below.

1, Parent Involvemoent

2, Morm Feforenced pchicverment

3. Criterion Referenced aAchievenent

b, Elinination of Rucial apnd Scx NMscrirination
5. Alternatives to Sunpensions

6.  Diffeventiation of Steff

7. Staf{ Morale

8,  Student Morale

9. Extra Currlcular Activities
10, Staff Ilnservice

igﬁf_Ah'Admfnistrator hasjiroﬁ 10 to 15 Performance Objectives, “Regardless of .
:[’;pumbcr‘of‘Perfcrnducuiobjoctiycs'thc total of Column 2 equals 50,

T




4. Further Ixample

To further clarvify the procedure an example of an overall evaluation
for an Llementary Principal is shown below in Table 4. Note that

the Sources of Ratings (Column 1) are different as are the Assigned
Weights (Column 2), which in turn generate new multiples in Column 3.

TABLE 4

ADMINTSTRATOR PERFORMANCL PROFILE

R R R T L L S T e T T A T T S L T ST g o e prne - s

POSITICN -~ Hlewentary School Principal

RATINGS

Column 1 Column 2 Column 3 Colum 4 Coluwn 5
Overall
Multiple Average Achicved
Factor ating Points
Sources of Ratings Assigned Veights  (Col,2+5) JALQ  (Col.4xCol,3)

1. Assistaant Supevintendent
for Bullding aAdaiaistratin 15 3.0 4,5 13.5

2. Director of Elementary

Instruction 15 3.0 4.0 12,0
3. Teachers 5 1.0 4.0 4,0

4. Other Directors, Supervisors
and/or Coordinators 6 1.2 4.5 5.4

5. ‘Resource pecple {({.e¢,, Instruc-
tlenal Specialist, Acadenic
Specialist, Lesader of Student

Services, ete.) 5 1.0 3.5 3.5
6. Self 4 .8 3.0 2.4
50 40,8
PERFORMANCE_ODJECTTVES
. Performance Objectives 50
Points Achieved : 41.0
TOTAL POINTS 100 ' , : . 81.8

N

- PERCENT INCREASE OR DECREASE OF SALARY __

- ot it
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Reclassifleation

As stated above the only other reason for adjusting salaries is occasioneal
reclassification based on periodic studies of the scope and function of
various adnminlstrative positions. These studies are conducted by a
committee congisting of a representative group of administrators and per-
sonnel in the Superintendent's office, Also, the board of Education gives
ultimate approval to salary ranges reflecting job scope and function,

Evaivation Surmary - Superintendent

A sunnary of each administrator's performance accempanied by any salary
change is shared with the adwinistrator in written {form by the Superin-
tendent.,  This written surmary follews a couference including the admin-
istrater, Supcrintendent and other approprlate personuel. At the secon-

darvy level the conference particfpants include the Principal, Superin-
tendent, Divector of fcceondary Instruction (responsible for evaluating the
instructional arcas of the adnindstrator's performunce) and Assistant
Superintendent for Buillding Administration (vesponsible for evaluating non-
instructional areas of the adeministrator's performance). AL the elementary
level, the confercnce partlcipants include the Princlpal, Superintendent,
Director of Elemeutary Instruction (responsible for evaluating the instruc-
tional arcas of the aduinistrator's perforwmance) and Assistant Superin-
teadent for building Aduwinistration (vesponsible for cvaluating noninstruc-
tional arcas of the administrator's perforrmance). Fach Assistant Principel

is scheduled din a conference with the Principal and Superiuntendent, Other
adr:inistrative personnel are involved in a conference with their superor-
dinate, Superintendent and other appropriate personnel., Primary factors

for deternining performance and salary changes are as outlined above in the
Admindstrator Accountability Selary System, 1In all cases the final determina-
tlon regarding performavce and salery adjustwents is made by the Superintendent,

R A i Tox: Provided by ERIC
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APIENDIX A

Reference Groups and/or Individuals
lating Occupants of Adninistrative Positions
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Refarence Groups

J.

,‘Zl

3.
4 .
5.
P

N st
-

3.

4,
5.

ASS1S

SUPERINLENDIST,

Principals

Directors

Supervisor, Coordinator

Assistant Superintendents

Self

Board Members

Adninistrators within departments

FANT SUPSRINIENLELT
Privcipals

Birectors, Supervisors,
Coordinators within division
Peers

Superintendent

Self

Perasonnel within departrouts
of divisioen

Dl}\}‘.(l(!u, © }?-).}.Y.I,(_,()_?_ .”rj)

COORLIRATOR

Principals (vhen applicable)

Peers (Other Director, Supervisor,
Coordinators)

Superintendent's 0ffice (Appropriate
Administrator)

Self

Personnel within departnent

and/or Individualg Rating Occupants

~ OTHERlAnHINISTRATIvh

of Administrative Positions

ADMINISTRATORS WITHIN A DEPARTMENT

Principals (when applicable)
Peers (Other personnel within
departmoent)

Superordinate (Immediate
Supervisor)

Self
Superintendent's
Adnmiunistrator)

Cffice (Appropriate

PRINCIPALS

Teachers

Dircctors

Supervisors and/or Coordinators
Assictant Superintendent fov
Building Administration

Building Administrative Staff--
High School, Juniox High and
Blementary (i ¢., Asgistant Princi-
pals, Deans c¢f Students, etc.)
Resource Yeople (i.c., Instructional
Specialists, Acadcemic Specialists,
Leaders of Student Services, ete.)
Self

ASSTSTANT PRINCIPALS

Teachers

Principals

Superintendent's Office (Appropriate
Administrator)

Self

Resource People (L.e., Instructional
Specialists, Academic Specialists,
Leaders of Student Sexvices, etc.)

POQI?IOux

; Fox Lho e aumlniqtratlve positlonq
“yious pogo%, the rcforonce group anu/or individuals wich whom

‘ntho adninistrdior comes 4n contact will be identified and
3 117¢ rcr Lhe administratot' «

not ﬂddrbsvcd in the. pfo~,;




APPENDIX B

Administrator Image Questionnaire
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Does he effeetively cvaluate programs, practice

Does he treat scaff o nembers in an unbiased and impartial
nianney?

Does he create a feeling of unity and enthusicsm among
those in cont 1ct with him?

Does he demonstrate a sense of humor at apploprlarc times?

Dozs he make ¢ffective decisiong?

s, and

persormel?

Does he coordinnte the efforts of those r regponsikle to him

so that the orgapizatien operates at peak cfficiency?

Is he conscicus of the probloems that exist on your lovel?

Dees he wointaein contvel of his emotions whon things arc
1wt going right? ‘

Does he demonstrate leudcranip wvhich results in meeting
ilmporta

CAre highcommunicn wopoerly writicn de do Lhoy

‘Does he suppor - the polftinvl Drnccduzu » and philosophy
of Lue'”up 2T IR ndcntfs oarwco7 S e '

~7¢‘FQ effectiv cly mc'un.n7 goa]: aﬂd

“SVHC_"FC‘L ¢ sense of trustvorthiness when inter o tin
with 1h1’ Do ‘ '

=an aLno sphare in hlu 'hu*l'1 ing \or ﬂcparununt)
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,xf you wA“{, please list hoelow onc or more wenkicsses of this ddanlbfr

If you wish, plaeasc, JLUL bélow‘onu o1 morc strengths of this administra
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INISTRATOR IMAGE QULSTTONNAIRE
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b guantions honestiy and 11unk1y in reference to the
nal give vour name; all responses arc anonymous,
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Twmediately after comple
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APPENDIX C
Profile for Assistant Superintendent for Building
Adninistration Ratiugs of High School Principa

Profile for Teacher Ratings
of High School Principal

Profile for Performance
Objectives Achievenent
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PROTILETOR
PERFORMARCE OB.JECTIVES
ACCOMPLI SHMENT

Position-—Senior High School Principal
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